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For a number of  y e a r s ,  w e  h a v e  b e e n  e x p a n d i n g  t h e  scope 
o f  o u r  work and t h e  c a p a b i l i t y  o f  our s t a f f  t o  r e v i e w  t h e  
r e s u l t s  and e f f e c t i v e n e s s  o f  Governmen t  p r o g r a m s .  

T h e  Comptro l le r  G e n e r a l  i s  g i v e n  v e r y  b r o a d  r e s p o n s i b i l -  
i t y  and a u t h o r i t y  u n d e r  t h e  Budge t  and  A c c o u n t i n g  A c t ,  1 3 2 1 ,  
and  t h e  A c c o u n t i n g  and  A u d i t i n g  A c t  of 1950  f o r  t h e  e v a l u a t i o n  
and  a n a l y s i s  o f  F e d e r a l  p r o g r a m s  and  a c t i v i t i e s .  S e c t i o n  2 0 4  
o f  t h e  L e g i s l a t i v e  R e o r g a n i z a t i o n  A c t  o f  1970 s u p p l e m e n t e d  
our a u t h o r i t y  and i n d i c a t e d  c u r r e n t  c o n g r e s s i o n a l  i n t e r e s t  i n  
a n a l y s e s  of p r o g r a m s .  The  C o n g r e s s i o n a l  Budge t  Act o f  1 9 7 4 ,  
f u r t h e r  s t r e n g t h e n e d  t h e  c o n g r e s s i o n a l  e m p h a s i s  on t h e  e v a l u -  
a t i o n  of p r o g r a m s ,  t h e  s t a t e m e n t  o f  l e g i s l a t i v e  o b j e c t i v e s  
and  g o a l s ,  and improved  m e t h o d s  of e v a l u a t i o n .  Such work is 
c a r r i e d  o u t  by  a l l  p a r t s  o f  GAO i n  c o n n e c t i o n  w i t h  o u r  g e n e r a l  
r e v i e w ,  e v a l u a t i o n ,  a n a l y s i s ,  and a u d i t  f u n c t i o n s .  

T h e  1974 a c t  r e q u i r e s ,  among o t h e r  t h i n g s ,  t h a t  " t h e  
Comptrol ler  G e n e r a l  s h a l l  d e v e l o p  and  recommend t o  t h e  Con- 
g r e s s  m e t h o d s  f o r  r e v i e w  and  e v a l u a t i o n  o f  g o v e r n m e n t  p r o g r a m s  
c a r r i e d  on unde r  e x i s t i n g  law.'' T h i s  document  is a f i r s t  
s t e p  i n  c o l l e c t i n g  and  d i s s e m i n a t i n g  g e n e r a l  c o n c e p t s  on 
t h e s e  a c t i v i t i e s  a n a  now t h e y  a r e  r e l a t e d  t o  o t h e r  a c t i v i t i e s  
i n  t h e  c o n t i n u u m  of d e c i s i o n m a k i n g  a b o u t  Government  p r o g r a m s .  
The documen t  a d d s  t o  g u i d a n c e  c o n t a i n e d  i n  S t a n d a r d s  f o r  
-- A u d i t  of G o v e r n m e n t a l  O r g a n i z a t i o n s ,  P r o g r a m s ,  A c t i v i n s  and  
F u n c t i o n s ,  issued i n  1 9 7 2 ,  wh ich  i n c l u d e s  i n  t h e  f u l l  scope 
o f  s u c h  a u d i t s  a r e v i e w  t o  d e t e r m i n e  w h e t h e r  d e s i r e d  r e s u l t s  
a r e  e f f e c t i v e l y  a c h i e v e d .  

. -I--- 

'The r e v i e w  and e v a l u a t i o n  of p r o g r a m s  and t h e  a n a l y s i s  
o f  a l t e r n a t i v e s  a r e  c e n t r a l  t o  our m i s s i o n .  T h e s e  a c t i v i t i e s  
a r e  a l s o  c r i t i c a l l y  i m p o r t a n t  t o  e f f e c t i v e  management i n  
e x e c u t i v e  a g e n c i e s .  An a g e n c y  w i t h  t h e  c a p a c i t y  t o  assess  
t h e  impact of i t s  p r o g r a m s  ana t o  e x a m i n e  a l t e r n a t i v e  courses  
of a c t i o n  is much more l i k e l y  t o  p u r s u e  i t s  p rogram g o a l s  
e f f e c t i v e l y .  One o b j e c t i v e  of t h i s  d o c u m e n t ,  t h e r e f o r e ,  is t o  
e n c o u r a g e  a g e n c i e s  t o  d e v e l o p - - a n d  u s e  e f f e c t i v e l y - - t h i s  
c a p a c i t y  f o r  c r i t i c a l  self-assessment .  

T h i s  documen t  is i n t e n d e d  t o  be .of v a l u e  t o  t h e  n o v i c e  
and t h e  e x p e r i e n c e d  p r a c t i t i o n e r  w h e t h e r  engaged  i n  f i n a n c i a l  
a u d i t s ,  p r o g r a m  r e v i e w ,  o r  i n  program e v a l u a t i o n  or  a n a l y s i s .  
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I t  is not a s u b s t i t u t e  fox . t h e  many good textbooks a v a i l a b l e  
on p a r t i c u l a r  a n a l y t i c a l  methods. Rather ,  i t  e s t a b l i s h e s  a 
conceptual  framework w i t h i n  w h i c h  a n a l y s t s  from varying back- 
grounds can work and communicate e f f e c t i v e l y .  

We received numerous he lp fu l  comments and sugges t ions  on 
an e a r l i e r  d r a f t  o f  t h i s  document. We have taken those  com- 
m e n t s  i n t o  c o n s i d e r a t i o n  i n  p repar ing  t h i s  f i n a l  vers ion .  

We t r u s t  t h a t  t h i s  document w i l l  s e rve  i t s  intended 
purpose,  t o  encourage more e f f e c t i v e  use of eva lua t ion  and 
a n a y l s i s  i n  decisionmaking. 

Comptroll e r  Gener a1 
of t he  U n i t e d  S t a t e s  
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CHAPTER 1 

- INTRODUCTION - 
In recent years, a multitude of new programs have been 

launched to deal with the problems of our society, and Govern- 
ment expenditures have increased at a very rapid rate. Are 
the programs working? Are the funds being spent on these 
programs producing the results desired? Are there better 
ways to attack and solve society's problems? And, are old 
programs achieving their objectives? 

Governments and agencies entrusted with public resources 
and the authority for applying them have a responsibility to 
answer these questions--to render a full accounting of their 
activities. Government managers have a responsibility to 
show not only the purposes for which public resources were 
used, but also to demonstrate the effects of their use. 

This responsibility rests first on the executive agency 
administering the program. Program managers need to know 
what the programs entrusted to them are accomplishing and 
whether results might be improved. Central management agen- 
cies--the Office of Management and Budget or the White House, 
for example, need to know if programs are working--either through 
their own efforts or through the review of the appraisals of 
managing agencies. Finally, congressional responsibility for 
legislation, appropriations, budgeting and priorities, and 
oversight and investigations indicates a need for the legisla- 
tive branch to make its own appraisals of programs and to 
make use of appraisals made by the executive branch. 

The ultimate choices about programs--decisions about 
whether to do or not to do something--will be policy choices. 
However, political leaders, public administrators, and the 
public need as much information as possible on the choices 
that must be made. This need has stimulated the development 
of various analytical techniques which have been grouped 
under labels such as program evaluation and policy analysis. 
The art of evaluation and analysis is not yet sufficiently 
developed to permit preparation of a manual covering "how 
to do it" in every situation. It is only evolving. While 
recognizing this, decisions must and will be made by legis- 
lators and executives faced with the task of formulating and 
reformulating programs to deal with the problems of our 
society . 

Thus, we o f f e r  this document as a first step in collecting 



I and disseminating l e s sons  learned i n  GAO and elsewhere about 
a n a l y s i s  and eva lua t ion ,  Generally speaking, we o f f e r  t h i s  
guidance for  t h e  use of anyone who i s  "evaluat ing" programs 
and "analyzing" po l i cy  choices  i n  t h e  sense of engaging i n  
a ca re fu l  appra i sa l  of what happened, why i t  happened, what 
choices  a r e  a v a i l a b l e  f o r  f u t u r e  a c t i o n s ,  and what t h e  impli- 
c a t i o n s  a r e  of those choices .  We intend i t  for use by a31 
persons who a r e  concerned w i t h  t h i s  process whatever t h e  
academic d i s c i p l i n e  or  profess iona l  background from w h i c h  
they approach t h e  problem. W h i l e  t h i s  statement is addressed 
pr imar i ly  t o  p r a c t i t i o n e r s ,  we hope i t  w i l l  a l s o  be  a u s e f u l  
re fe rence  document t o  those who, a s  l e g i s l a t o r s  or managers, 
for  example, a r e  in t e re s t ed  i n  t h e  products of evaluat ion and 
ana lys i s .  

The concepts and guidance w h i c h  w e  o f f e r  m u s t  be  adapted 
t o  s p e c i f i c  program s i t u a t i o n s .  Program ob jec t ives  a r e  seldom 
a s  c l e a r l y  s t a t e d  or agreed upon a s  would be des i r ab le  fo r  
eva lua t ive  purposes; no program opera tes  i n  i s o l a t i o n  from 
other  s o c i a l  or economic events ;  and d a t a  and measurement 
techniques a r e  almost always less adequate than d e s i r e d .  
I t  i s  i n  t he  adapta t ion  of t h e  i dea l  and t h e  theory t o  t h e  
s p e c i f i c  s i t u a t i o n  t h a t  t h e  persons doing the  work show t h e i r  
worth. The judgments involved i n  t h e  i d e n t i f i c a t i o n  of ob- 
j e c t i v e s ,  t h e  s e l e c t i o n  of  d a t a  and measurement techniques,  
and t h e  eva lua t ion  of ex te rna l  f a c t o r s  transcend i n  importance 
any " r u l e s "  which  can be  prescr ibed i n  a document of t h i s  
s o r t .  

The  chapters  w h i c h  follow d i scuss  the  framework w i t h i n  
which these  a c t i v i t i e s  a r e  performed and provide both concep- 
t u a l  and p r a c t i c a l  guidance. The emphasis throughout is not  
on advanced q u a n t i t a t i v e  techniques,  b u t  on  e s s e n t i a l  concepts 
and bas i c  approaches. 

2 
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.- CHAPTER - 2 

THE PUBLIC DECISIONMAKING PROCESS 
I- 

There are many reasons for governmental activities. 
For example, national defense is provided because there is 
no suitable private alternative. The provision of free public 
education reflects society's preferences and its notions about 
its own long-term welfare. Health and safety considerations 
lead to the regulation of private activities to avoid adversely 
affecting the public's well-being. Tax incentives such as 
the investment tax credit are intended to affect the per- 
formance and growth of the economy. The relevance and 
effectiveness of any governmental activity may be questioned. 
Analysis, evaluation, and related activities are tools to help 
decisionmakers in resolving these questions. 

The private marketplace has limitations, particularly 
because it does not produce certain goods with high social 
value. It does not always provide adequate information, 
sufficient competition, efficient designs or qualities of 
certain goods, desirable distribution of income and wealth, or  
desirable modifications of consumption patterns. But, re- 
sorting to governmental action because of these f a i l i n g s  does 
not automatically insure that the same or other failings 
will not occur. The effectiveness and efficiency with which 
the Government performs its functions must also be weighed 
in deciding whether governmental action should be enhanced, 
changed, or in some cases, is warranted at all. 

Each year as legislative, budgetary, and appropriations 
decisions are being considered, the practical issue remains: 
What does the public need and how should priorities be 
established? In a democracy, the political process is relied 
upon to examine and determine public need and to set priori- 
ties as t o  how such needs are to be met from public funds. 
Elected officials are responsible for learning and reflecting 
their constituents' needs and proposing programs or program 
changes with requisite funding levels to assist in determining 
priorities for action. 

But for the work of elected officials to have meaning, 
accurate and relevant information must be availabre and 
useful debate must take place. Analysis and evaluation help 
provide the needed information and a basis for judgment of 
those persons and groups involved in public decisionmaking. 

3 



I 

Government a c t i o n s  gene ra t e  b e n e f i t s  and incur c o s t s .  
These b e n e f i t s  and c o s t s  sho'uld be broadly def ined  t o  inc lude  
t h e i r  s o c i a l  ana p r i v a t e  a spec t s .  T h e  key  elements of the 
problem of cho ice  a r e :  

--Government o b j e c t i v e s  a r e  achieved by developing ,  
adop t ing ,  and implementing p o l i c i e s  and by  c r e a t i n g  
and ope ra t ing  programs, a l l  of which consume or 
t r an s f e r  t e so u r c e  s -- tang i b 1 e and i n  tang i b 1 e . 

--There a r e  many l jubl ic  needs. These n e e d s  a r e  l a r g e  
ana c o n s t a n t l y  changing. Demands fo r  r e sources  
a r e  much g r e a t e r  than t h e  resources  a v a i l a b l e .  

--Gecisionmakers m u s t  choose among competing o b j e c t i v e s  
and among t h e  a l t e r n a t i v e  programs and p o l i c i e s  capable  
of meeting t h e  chosen o b j e c t i v e s  a t  d e s i r e d  and 
a f f o r d a b l e  l e v e l s  of achievement. 

T h u s ,  decis ionmakers  a r e  involved i n  t h e  p rocess  of 
a l l o c a t i n g  a v a i l a b l e  r e sources  among competing demands s o  
a s  t o  achieve  the  g r e a t e s t  o v e r a l l  l e v e l  of n e t  b e n e f i t s  
p o s s i b l e .  A t  t h e  same time, f u l l  cons ide ra t ion  is g i v e n  t o  
j u s t i c e ,  e q u i t y ,  and p o l i t i c a l  r e a l i t y .  

Most programs a r e  in te rdependent  and a f f e c t  more than 
one of s o c i e t y ' s  g o a l s .  T h i s  l eads  t o  a need f o r  use of 
evaluat iGn and a n a l y s i s  i n  two resource a l l o c a t i o n  i s s u e s :  
( 1 )  Choices w i t h i n  a major program a rea  and ( 2 )  cho ices  among 
major program a r e a s .  

For cho ices  w i t h i n  a program a r e a ,  the fol lowing 
q u e s t i o n s  a r e  o f t e n  posed: 

--What is t h e  a p p r o p r i a t e  l e v e l  of  a t ta inment  
fo r  a given o b j e c t i v e ?  

--Are t h e r e  p r e f e r r e d  a l t e r n a t i v e s  for  reaching t h a t  
l e v e l ?  

--What a r e  t h e  r e source  requirements  fo r  doing so?  

4 



--Are there obstacles to acceptance and implementation 
o f  an otherwise preferred alternat_ve and what would 
be the costs of overcoming the obstacles? 

--Are there equity considerations connected with 
the leading alternatives? 

For choices among major program areas, similar questions 
are relevant. Judgments that are made by decisionmakers 
concerning relative importance of the various objectives will 
affect the assignment of resources among those objectives. 

Resolution o f  resource allocation issues may result in 
any of a number of actions: (l)(a) continue, modify, or 
abandon existing policies ana (b) adopt new polices or 
(2)(a) continue, modify, expand, reduce, or phase outcurrent 
programs and (b) create new programs. 

The decisionmaking process and the relationships among 
its component functions do  not necessarily follow a 
predetermined sequence. The decision process and the 
supporting functions of evaluation and analysis are concurrent, 
continuous processes, with continuing interaction among the 
various parts. 

The role of evaluation and analysis in the allocation 
o f  resources is to provide better information about the 
implications of the choices available to the decisionmaker. 

5 



THE EVALUATION AND ANALYSIS CONTINUUM - _I_------I-- 

Evaluation and analysis covers a wide range of activities 
designed to support the ongoing decisionmaking process. 
These activities include reviews known as program auditing, 
budget examination, management analysis, planning, institutional 
research, program budgeting, systems analysis, engineering 
economics analysis, program evaluation, policy analysis, 
cost-benefit analysis, etc. 

The specific type of review needed depends, in part, 
on the particular issues raised or questions asked ar,d the 
focus of the inquiry on the part of the decisionmaker. If 
financial information is needed about a Government agency or 
corporation, an audit of the results of operation and financial 
condition for a given period may be the appropriate form of  
review or analysis needed. If there is concern about the 
management of a program, a management review that is directed 
more towards the effectiveness of the organization, management, 
and staffing may be appropriate. 

General program reviews that look at program effectiveness 
and consequences, as well as management effectiveness, are 
useful to the decisionmaker in determining whether the program 
is meeting the established objectives and whether there are 
changes needed to improve the program efficiency and effective- 
ness. A comprehensive review of an existing program may 
consider the overall performance of  the program, including an 
evaluation and analysis of performance on any number of  
criteria. Consideration of alternatives may also be included. 

It should b e  recognized that traditional perceptions of 
terms such a s  "evaluation" ana "analysis" tend to overlap. In 
some cases, the two terms are used interchangeably. Other 
terms, such as "auditing" or "planning," may also be used 
interchangeably with evaluation and analysis. 

CONCURRENT P R O C E S S E S  IN THE CONTINliLJP.1 
--I--- ----- 

For purposes of this document, drawir,g sharp distinctions 
between evaluation and analysis is less useful than focusing 
on the two basic questions which decisionmakers, and their 
staffs, face: (1) What actually h a s  happened as a result 
of past or current policies ana programs and what have 
we learned? and ( 2 )  What should be done in the future and 

h 



what a r e  our opt ions? Answering these ques t ions  can, i n  
t u r n ,  be rougnly t r ans l a t ed  i n t o  broad c l a s s e s  of a c t i v i t i e s :  
apprais ing t h e  r e s u l t s  of p o l i c i e s  ana programs and assessing 
a l t e r n a t i v e  p o l i c i e s  and programs. These broad a c t i v i t i e s  
i n c l u d e  the v a r i e t y  of review t y p e s  l i s t e d  previously.  

An example of the i n t e r a c t i o n  of these  concurrent 
processes  i n  t h e  continuum is shown i n  the following 
i l l u s t r a t i o n .  

After a problem is i d e n t i f i e d ,  t h e  f i r s t  s t e p  s n o u l d  De 
a systematic  attempt t o  a s ses s  what caused the  problen ana 
what the a l t e r n a t i v e  ways a re  to  solve i t .  Al te rna t ive  
approaches, developed a s  pa r t  of the  assessment,  do not 
normally contain t n e  l e v e l  of d e t a i l  t h a t  would be needed for  
a c t u a l  implementation. For example, a f t e r  t h e  dec is ion  i s  
made to  implement a program, the i n i t i a t i o n  of the program 
would r equ i r e  a d e t a i l e d  plan t h a t  spec i f i ed  some or a l l  
of the following: processes and technologies t o  be employed, 
investment and operat ing f u n d s  needed, and c a p i t a l  f a c i l i t i e s  
needed together w i t h  the acqu i s i t i on  scnedule t h a t  w i l l  
provide for  the s c a l e  of operat ions des i red  w i t h i n  t he  
appropr ia te  timeframe. 

I t  is important t o  b u i l d  i n to  t h e  implementation plan 
s p e c i f i c  provis ions for  gather ing information necessary for  
a comprehensive and va l id  appra isa l  of r e s u l t s .  During the 
implementation phase, such information should include,  where 
poss ib l e ,  t h e  e f f e c t s  of any changes i n  the implementation plan.  

As required t o  support  decisionmaking, fu r the r  assessment 
of a l t e r n a t i v e s  should take place concurrent ly  w i t h  appra isa l  
of r e s u l t s  during the operat ion of tne program. Appraisal of 
r e s u l t s  without such assessment provides only l imi ted  i n s i g h t s  
s ince  i t  does not address the  d e s i r a b i l i t y  of new a l t e r n a t i v e s .  
Conversely, assessment of a l t e r n a t i v e s  without sound appra isa l  
of r e s u l t s  lacks  t h e  i n s i g h t s  which would come w i t h  a f u l l  un- 
ders tanding of the ex i s t ing  program. A h i g h  degree of in te rac-  
t i o n  e x i s t s  n o t  only w i t h i n  the  var ious phases of an assessment 
or a p p r a i s a l ,  b u t  between the two processes.  I f  these  in t e r -  
a c t i o n s  dnd feedbacks a re  ignored, tne q u a l i t y  of both e f f o r t s  
s u f f e r s  e 

Tne combination of appraising r e s u l t s  and assessing 
a l t e r n a t i v e s  shou ld  answer the following ques t ions :  

--What was t h e  impact of t h e  e x i s t i n g  program? 

--Could a comparable l eve l  of r e s u l t s ,  e f f e c t i v e n e s s ,  
or bene f i t s  be achieved a t  l e s s e r  c o s t ;  
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o r  f o r  t h e  same c o s t s  could  g r e a t e r  e f f e c t i v e n e s s ,  
o r  b e n e f i t s ,  be r e a l i z e d ?  

--Could these more d e s i r a b l e  outcomes be a c h i e v e d  
by r e s h a p i n g  o r  r e d i r e c t i n g  t h e  c u r r e n t  program o r  
p o l i c y ,  a d o p t i n g  some p r e v i o u s l y  s u g g e s t e d ,  b u t  
r e j e c t e d ,  a l t e r n a t i v e ;  s u b s t i t u t i n g  some who l ly  
new a l t e r n a t i v e ;  o r  c r e a t i n g  some c o m b i n a t i o n  of 
t h e  f o r e g o i n g  p o s s i b i l i t i e s ?  

Real world dec i s ionmak ing  and many of t h e  a c t i v i t i e s  
which s u p p o r t  it a r e  complex,  u n c e r t a i n ,  h u r r i e d ,  and 
s u b j e c t  t o  a i l  k i n d s  of  c o n s t r a i n t s :  some u n d e r s t a n d a b l e  
and some s e e m i n g l y  a r b i t r a r y .  These  d i f f i c u l t i e s  a r e  
compounded by t h e  exis tence of competifig o r  compl imen ta ry  
o b j e c t i v e s  ( o r  t h e i r  r e l a t e d  p rograms)  w h i c h  may a l s o  have  
t o  be c o n s i d e r e d .  E v a l u a t o r s ,  a n a l y s t s ,  and o t h e r  
r e v i e w e r s  can  do l i t t l e  a b o u t  t h e s e '  d i f f i c u l t i e s ;  b u t ,  i f  
t h e y  u n d e r s t a n d  t h e  complex i ty  o f  t h e  s i t u a t i o n ,  t h e y  can  
p e r f o r m  i n  a way w h i c h  i s  of maximum u s e f u l n e s s  gnder 
t h e  c i r c u m s t a n c e s .  

ROLES PEOPLE PLAY 

T h e  d i s t i n c t i o n  between t h e  c o n c u r r e n t  a c t i v i t i e s  on 
t h e  one hand and t h e  p e o p l e  o r  o r g a n i z a t i o n s  t h a t  pe r fo rm 
t h e m  on t h e  o t h e r  hand is an a d d i t i o n a l  s o u r c e  of c o n f u s i o n .  
A s  n o t e d  e a r l i e r ,  a p p r a i s i n g  p o l i c y  and program r e s u l t s  
and a s s e s s i n g  a l t e r n a t i v e s  a r e  r e l a t e d  and m u t u a l l y  r e i n f o r c i n g  
p r o c e s s e s .  These pr r>cesses  can  be,  and f r e q u e n t l y  a r e ,  
pe r fo rmed  w i t h i n  a single o r g a n i z a t i o n  and often by t h e  
same p e r s o n .  T h i s  h a s  t h e  s i g n i f i c a n t  a d v a n t a g e s  of e f f i c i e n c y  
and of keeping  t h e  p r a c t i t i o n e r s  of  t h e  v a r i o u s  s k i l l s  aware of 
u s e f u l  i n t e r a c t i o n s .  

I n  t h e  r e a l  world s i t u a t i o n  a v a r i e t y  of  p e o p l e  a r e  
i n v o l v e d  who have d i f f e r e n t  backgrounds  and c a l l  t h e m s e l v e s  
by v a r i o u s  t i t l e s .  Many of  these p e o p l e  move between 
a p p r a i s i n g  t h e  r e s u l t s  of p o l i c i e s  and programs and a s s e s s i n g  
t h e  a l t e r n a t i v e s  f o r  improved c h o i c e s  i n  t h e  f u t u r e .  A t  
times, t hese  p e o p l e  may be emphas iz ing  t h e  a s s e s s m e n t  o f  
a l t e r n a t i v e s ,  a t  o t h e r  times t h e  a p p r a i s a l  of  r e s u l t s ,  and 
somet imes  bo th  t o g e t h e r .  Peop le  who g a i n  t h e i r  f i r s t  
e x p e r i e n c e  i n  one a c t i v i t y  move t h r o u g h o u t  t h e  cont inuum 
and i n t e r a c t  w i t h  o t h e r  p e o p l e  hav ing  o t h e r  e x p e r i e n c e  w h e n  
working  on a p a r t i c u l a r  s t u d y .  
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No g r o u p  o r  p r o f e s s i o n  h a s  a monopoly on t h e  t a l e n t s  
r e q u i r e d  of a good e v a l u a t o l :  o r  a n a l y s t .  The  bas ic  
p r e r e q u i s i t e s  a r e  (1) an i n q u i r i n g ,  s k e p t i c a l ,  c h a l l e n g i n g  
mind ,  (2) t h e  a b i l i t y  t o  t h i n k  s y s t e m a t i c a l l y  and r i g o r o u s l y ,  
and ( 3 )  a n  openness  t o  new i d e a s .  T h i s  "mind se t"  ob- 
v i o u s l y  needs  t o  be coupled w i t h  an  a p p r e c i a t i o n  o f  t h e  
uses, powers ,  and l i m i t a t i o n s  of s u c h  f i e l d s  a s  economics ,  
s t a t i s t i c s ,  a c c o u n t i n g ,  o p e r a t i o n s  r e s e a r c h ,  e t c .  When 
h i g h  l e v e l s  of s k i l l  i n  these and o t h e r  a r eas  a r e  r e q u i r e d ,  
t h e  p r a c t i c i n g  e v a l u a t o r ,  a n a l y s t ,  o r  o t h e r  r e v i e w e r  shou ld  
r e c o g n i z e  t h i s  f a c t  and c a l l  on t h e  needed e x p e r t .  

The f o l l o w i n g  c h a p t e r s  f o c u s  on t h o s e  i d e a s ,  c o n c e p t s ,  
and a p p r o a c h e s  which a r e  b a s i c  t o  a p p r a i s a l s  of p o l i c y  and 
program r e s u l t s  and t o  more i n s i g h t f u l  assessments of 
a1 t e r n a  t i v e s  f o r  improvements . 
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CHAPTER 4 

APPRAISING THE RESULTS OF POLICIES AND PROGRAMS 

--- -- 

------ - ------ -- - - - - - 

I 

i 

AND ASSESSING ALTERNATIVE APPROACHES 

T h e  p r e v i o u s  c h a p t e r s  d i s c u s s e d  p rob lems  and issues  i n  
p u b l i c  d e c i s i o n m a k i n g  w i t h  p a r t i c u l a r  emphas i s  on r e s o u r c e  
a l l o c a t i o n  and on t h e  cont inuum of  e v a l u a t i o n ,  a n a l y s i s ,  and 
o t h e r  r ev iew f u n c t i o n s  w h i c h  s u p p o r t  d e c i s i o n m a k i n g .  T h i s  
c h a p t e r  d i s c u s s e s  t h e  methods and c o n c e p t s  a s s o c i a t e d  w i t h  
e v a l u a t i o n  and a n a l y s i s .  

The d i s c u s s i o n  t h a t  f o l l o w s  f o c u s e s  on 

- -unde r s t and ing  f u n d a m e n t a l s  i n  a p p r a i s i n g  r e s u l t s  
and a s s e s s i n g  a l t e r n a t i v e s  of programs and p o l i c i e s ,  

- - a p p r a i s i n g  p o l i c y  and program r e s u l t s ,  and 

- - a s s e s s i n g  p o l i c y  and program a l t e r n a t i v e s .  

O b v i o u s l y ,  t h e  d e g r e e  t o  w h i c h  t h e  methods c a n  be a p p l i e d  i n  
a p a r t i c u l a r  case depends  on  t h e  spec i f i c  p rob lems  t o  
be c o n s i d e r e d .  I t  is n o t  a lways  n e c e s s a r y  t o  use each 
of  t h e s e  methods i n  t h e  o r d e r  p r e s e n t e d  h e r e .  

UNDERSTANDING FUNDAMEiJTALS 
----_1 --- 

T h e  a c t i v i t i e s  of a p p r a i s i n g  r e s u l t s  and a s s e s s i n g  
a l t e r n a t i v e s  of programs and p o l i c i e s  s h a r e  c e r t a i n  
f u n d a m e n t a l  c o n c e p t s  i n  w h i c n  t h e  mode of i n q u i r y  is 
e s s e n t i a l l y  t h e  same. T h e s e  fundamen ta l  c o n c e p t s  i n c l u d e  

- - a s c e r t a i n i n g  d e c i s i o n m a k e r s '  n e e d s ,  

- - d e f i n i n g  t h e  n a t u r e  and s c o p e  of t h e  p rob lem,  

- -de t e rmin ing  v a l i d  o b j e c t i v e s ,  and 

- - s p e c i f y i n g  comprehens ive  measures. 

A s c e r t a i n i n s  d e c i s i o n m a k e r s '  n e e d s  

A n  i n i t i a l  t a s k  i n  e i t h e r  a p p r a i s i n g  r e s u l t s  o r  a s s e s s i n g  
a l t e r n a t i v e s  is t o  d e v e l o p  a c l e a r  u n d e r s t a n d i n g  of t h e  
d e c i s i o n m a k i n g  n e e d s .  T h e s e  n e e d s  c a n  g e n e r a l l y  be summarized 
by answer ing  a s e r i e s  of q u e s t i o n s .  



--What is the  dec is ionmaker ' s  percept ion  of t h e  problem? 

--Is t h e r e  d i s s a t i s f a c t i o n  w i t h  e f f e c t i v e n e s s  o r  
consequences of t h e  p o l i c y  or program? With t h e  
lack of a p o l i c y  o r  program? 

--What uses a r e  t o  be made of t h e  information t o  be 
c o l l e c t e d ?  

--When is t h e  f i n a l  r e p o r t  needed? W i l l  i n te r im 
r e p o r t s  be needed? 

I t  is h e l p f u l  t o  make some d i s t i n c t i o n s  among t h e  var ious  
p a r t i c i p a n t s  i n  t he  decisionmaking process .  Some may a l r eady  
have an understanding of t h e  na ture  of t h e  problem t h e y  f a c e ,  
what t h e y  want t o  know, and why. Others  may only  have a 
gene ra l  percept ion  of t h e  problem and what needs t o  be done 
about i t .  I n  t h e  l a ' t t e r  c a s e ,  a more e x t e n s i v e  d i s c u s s i o n  
of these fundamentals may be needed t o  develop t h e  b a s i s  fo r  
a s tudy  t h a t  w i l l  be u s e f u l  t o  these  decisionmakers.  T h e  
na tu re  of the i s s u e  w i l l  have a major impact on t h e  s o r t  of 
information t h a t  m u s t  be c o l l e c t e d  and t h e  s o r t  of  a n a l y s i s  
t h a t  m u s t  be done. Some environmental  q u e s t i o n s ,  fo r  example, 
a r e  not  a s  s u s c e p t i b l e  t o  p r e c i s e  answers as  would be d e s i r e d  
by t h e  decisionmaker.  

I t  is important  t o  recognize d i f f e r e n t  (and poss ib ly  
c o n f l i c t i n g )  viewpoints  and i n t e r e s t s  among p a r t i c i p a n t s  
i n  t h e  decisionmaking process .  The  o f f i c i a l  sponsor may be 
a congres s iona l  committee, whereas t h e  r e a l  user of t he  s t u d y  
may be one member of the  committee or t he  committee s t a f f .  
Other p a r t i c i p a n t s  i n  t h e  p rocess  include t h e  managers of 
the  program being eva lua ted  or analyzed,  a s  well a s  managers 
of r e l a t e d  programs. Another congress iona l  committee, the  
O f f i c e  of Management and Budget, or a p r i v a t e  o r g a n i z a t i o n ,  
s u c h  a s  an a s s o c i a t i o n  o r  Government c o n t r a c t o r ,  may become 
i n c r e a s i n g l y  i n t e r e s t e d  a s  t h e  s t u d y  prdgresses .  

needs,  a t tempts  should be made t o  e l i c i t  and c l a r i f y  informa- 
t i o n  on t h e  na tu re  of t h e  problem or  issue a s  i t  is  c u r r e n t l y  
understood,  t h e  gene ra l  c o n t e x t  of the  problem, and p a r t s  
t h a t  appear t o  r e q u i r e  s p e c i a l  emphasis. S p e c i f i c  a t t e n t i o n  
should be g i v e n  t o  t h e  o rder  of p r i o r i t y  i n  approaching t h e  
va r ious  p a r t s  of t he  problem and t o  p a r t i c u l a r  p o i n t s  of 
information or i n s i g h t  e s s e n t i a l  t o  making t h e  d e c i s i o n  or 
meeting t h e  dec is ionmaker ' s  n e e d s .  The bu reauc ra t i c  or  p o l i -  
t i c a l  contex t  i n  which t h e  d e c i s i o n  w i l l  be made needs t o  be 

I n  developing a c l e a r e r  idea  of any of t hese  p a r t i c i p a n t s '  
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u n d e r s t o o d .  The time a v a i l a b l e  f o r  t h e  s t u d y  and t h e  c r i t i c a l  
p o i n t s  a t  which s p e c i f i c  items of  i n f o r m a t i o n  a r e  needed  

3 
i 
1 
\ s h o u l d  be a s c e r t a i n e d  . 
! 
I 

D e f i n i n g  t h e  n a t u r e  and s c o p e  of t h e  problem --- ------- 
I t  is  e s s e n t i a l  t h a t  t h e  i n t e n d e d  u s e r s  o f  t h e  s t u d y  

( t h e  p a r t i c i p a n t s  i n  t h e  dec i s ionmak ing  p r o c e s s ) ,  t o g e t h e r  

u n d e r s t a n d i n g  of  t h e  n a t u r e  and scope  of t h e  issues a t  s t a k e .  
i w i t h  t h o s e  p e r s o n s  r e s p o n s i b l e  f o r  t h e  s t u d y ,  s h a r e  a common 
i 

A f u l l  and c o r r e c t  u n d e r s t a n d i n g  of t h e  n a t u r e  o f  t h e  
problem w i l l  be a ided  by (1 )  c o n s i d e r i n g  i t s  o r i g i n ,  i f  known, 
( 2 )  r e v i e w i n g  l e g i s l a t i v e  h e a r i n g s ,  r e p o r t s ,  and a c t s  
assoc ia ted  w i t h  i t ,  ( 3 )  i n q u i r i n g  i n t o  t h e  h i s t o r y  of programs 
d e s i g n e d  t o  d e a l  w i t h  t h e  problem,  and ( 4 )  examining  p a s t  
a n a l y s e s ,  e v a l u a t i o n s ,  a u d i t s ,  and budge t  e x a m i n a t i o n s  of  t h e  
same or r e l a t ed  issues.  O u t l i n e s  and c h e c k l i s t s  c a n  be 
h e l p f u l  i n  t h i s  r ev iew.  

The s c o p e  of  a s t u d y  depends  bo th  on t h e  q u e s t i o n s  i t  
would be d e s i r a b l e  t o  answer and t h e  a v a i l a b i l i t y  of  methods 
and da t a  which  w i l l  p r o v i d e  t h o s e  answers .  The re  is  o f t e n  
a t r a d e o f f  be tween t h e  b r e a d t h  of  a s t u d y  and  p r e c i s i o n  i n  
t h e  r e s u l t s .  The p l a n n e d  s c o p e  shou ld  a l s o  c o n s i d e r  t h e  
n a t u r e  of  t h e  d e c i s i o n s  w h i c h  t h e  s t u d y  may a f f e c t ,  For 
example, a broad c o n s e n s u s  t h a t  a program is n o t  working may 
w a r r a n t  p a y i n g  more a t t e n t i o n  t o  bas i c  a l t e r n a t i v e s  and less 
t o  minor improvements  i n  t h e  e x i s t i n g  program. A s h a r e d  
u n d e r s t a n d i n g  of t h e  s c o p e  o f  t h e  s t u d y  and t h e  o b j e c t i v e s  . 
and m e a s u r e s  of the p o l i c y  or program are t h e  f o u n d a t i o n  f o r  
d e f i n i n g  t h e  i n i t i a l  d i r e c t i o n  o f  t h e  s t u d y  e f f o r t .  

S i m i l a r l y ,  u n d e r s t a n d i n g  is needed of t h e  c o v e r a g e  
required i n  g e o g r a p h i c a l  t e r m s  ( r e g i o n a l ,  S t a t e ,  l o c a l ) :  on 
a r e a s ,  p o p u l a t i o n s ,  i n d i v i d u a l s ,  o r  u n i t s  t o  be i n c l u d e d ;  and 
on t h e  s c o p e  (how many i n d i v i d u a l s ,  a p p r o x i m a t e l y  how much 
i n f o r m a t i o n  from each, e t c . ) .  The scope  of c o v e r a g e  t o g e t h e r  
w i t h  t h e  t i m i n g  p r o v i d e s  f o r  t h e  l o g i s t i c s  of  t h e  work. For 
example ,  i n d e p t h  w o r k  may be u n d e r t a k e n  a t  a s m a l l  number of 
l o c a t i o n s ,  less d e t a i l e d  work a t  a l a r g e r  number of l o c a t i o n s ,  
o r  some c o m b i n a t i o n  of these. 

- D e t e r m i n i n g  v a l i d  o b j e c t i v e s  

The  o b j e c t i v e s  of t h e  p o l i c y  o r  program--the b e n e f i t s  
des i r ed  t o  be a c h i e v e d - - f r e q u e n t l y  a r e  n o t  s t a t e d  c l e a r l y  
and p r e c i s e l y .  The o r i g i n a l  s p o n s o r s  of t h e  p o l i c y  o r  program 

I 
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may n o t  have had a p r e c i s e  i d e a  of t h e  end r e s u l t s  d e s i r e d .  
Formal s t a t e m e n t s  of o b j e c t i v e s  may be i n t e n t i o n a l l y  ambig- 
uous i f  i t  is e a s i e r  t o  o b t a i n  a consensus  on a c t i o n .  Value 
judgmen t s  u n d e r l y i n g  t h e  o b j e c t i v e s  may n o t  be s h a r e d  by 
i m p o r t a n t  g r o u p s .  Consequen t ly ,  t h e  end r e s u l t s  i n t e n d e d  
may be p e r c e i v e d  by some a s  implying i l l  e f f e c t s  f o r  them. 
F u r t h e r m o r e ,  e x p l i c i t  s tatements of o b j e c t i v e s  t end  t o  imply 
a s p e c i f i c  a s s i g n m e n t  of p r i o r i t i e s  and commitment of  r e -  
s o u r c e s .  

T o  t h e  e x t e n t  f e a s i b l e ,  s t a t e m e n t s  of o b j e c t i v e s  s h o u l d :  

1. C a p t u r e  a comple t e  u n d e r s t a n d i n g  o f  t h e  i n t e n d e d  
b e n e f i t s ,  i n c l u d i n g  t h e  expec ted  l e v e l  of a t t a i n m e n t .  

2 .  I d e n t i f y  r e c i p i e n t s  of u n a v o i d a b l e  a d v e r s e  conse-  
quences o r  un in t ended  b e n e f i t s .  

3 .  I n c l u d e  i m p o r t a n t  q u a l i t a t i v e  a s p e c t s ,  even  though 
measu r ing  d e g r e e s  of a t t a i n m e n t  may be e x c e e d i n g l y  
d i f f i c u l t .  

4 .  T a k e  a c c o u n t  of m u l t i p l e  o b j e c t i v e s  w h i c h  may be 
complementary o r  c o n f l i c t i n g .  

The  impor t ance  of t a k i n g  s u c h  a comprehens ive  view of 
o b j e c t i v e s  c a n n o t  be o v e r s t a t e d .  O v e r s i m p l i f i e d  s t a t e m e n t s  
(1) w i l l  n o t  c a p t u r e  a l l  e s s e n t i a l  a s p e c t s  o f  t h e  e f f e c t s  
i n t e n d e d  and ( 2 )  may c o n t a i n  impl ied  c o n f l i c t i n g  consequences  
f o r  g r o u p s  o t h e r  than  t h e  i n t ended  b e n e f i c i a r i e s  ( e . g . ,  t o  
e l i m i n a t e  hunger o r  t o  a c h i e v e  ene rgy  s u f f i c i e n c y ) .  Impl i ed  
o b j e c t i v e s  may r e p r e s e n t  d e s i r a b l e  end r e s u l t s .  For example ,  
a summer employment program aimed p r i m a r i l y  a t  i n c r e a s i n g  
e a r n i n g s  of young p e o p l e  may be viewed a s  r e d u c i n g  c i v i l  
d i s o r d e r s .  Moreover,  even d e s i r e d  e n d  r e s u l t s  may n o t  a l l  
be a c h i e v a b l e  s i m u l t a n e o u s l y  and may be i n t e r d e p e n d e n t .  

O v e r s i m p l i f i e d  s t a t e m e n t s  may r e s u l t  i f  a c t i v i t y  mile- 
s t o n e s  a r e  c o n t a i n e d  i n  them ( e . g . ,  t o  i n c r e a s e  t h e  number 
of  emergency rooms by 2 0  p e r c e n t  by 1 9 7 8 ) .  An o b j e c t i v e  
s t a t e d  i n  t h i s  way may o v e r l y  c o n s t r a i n  an a s s e s s m e n t  of 
a l t e r n a t i v e s ,  t h e  pu rpose  of which is t o  d e t e r m i n e  e f f i c i e n t  
l e v e l s  of a t t a i n m e n t  of an u l t i m a t e  b e n e f i t .  On t h e  o t h e r  
hand ,  i t  is i m p o r t a n t  t h a t  t h e  s t a t e m e n t  be s p e c i f i c  w i t h  
r e s p e c t  t o  t h e  n a t u r e  and d i r e c t i o n  of change  so t h a t  p r o g r e s s  
can  be measured .  A s t a t e m e n t  s u c h  a s  " t o  r e d u c e  d e a t h s ,  
a d d i t i o n a l  c o m p l i c a t i o n s ,  d i s a b i l i t y ,  and s u f f e r i n g  of  p e r s o n s  
w i t h  a c u t e  i n j u r i e s  by improving emergency care"  would s a t i s f y  
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t h e s e  c r i t e r i a .  Q u a n t i t a t i v e  g o a l s  o r  t a r g e t s  a r e  a l s o  
needed ,  but these mus t  r e f l e c t  p r i o r i t i e s  among programs.  
A c c o r d i n g l y ,  t h e y  c a n  b e s t  b e  s e t  a s  p a r t  of t h e  budge t  and  
l o n g  r a n g e  f i n a n c i a l  p l a n n i n g  p r o c e s s  and  s h o u l d  b e  reexamined  
r e g u l a r l y  a s  b u d g e t  p r i o r i t i e s  s h i f t .  

I n  a p p r a i s i n g  r e s u l t s  o f  ongo ing  p rograms ,  i f  t a r g e t s  o r  
a c t i v i t y  m i l e s t o n e s  have  b e e n  f u r n i s h e d  t o  managers ,  t h e  
t a r g e t s  o r  milestones s h o u l d  n o t  b e  a c c e p t e d  u n c r i t i c a l l y  
( e . g . ,  a s p e c i f i e d  s t u d e n t / t e a c h e r  r a t i o ) .  A n  a t t e m p t  s h o u l d  
b e  made t o  f i n d  whe the r  d e f i c i e n c i e s  i n  a t t a i n i n g  t h e  mile- 
s t o n e s  a r e  c a u s e d  b y  u n r e a l i s t i c  e x p e c t a t i o n s  o r  by t h e  way 
t h e  program was implemented o r  o p e r a t e d .  

A s h i f t  i n  o b j e c t i v e s  c a n  o c c u r  o v e r  time and c a r e  m u s t  
b e  t a k e n  t o  a s s u r e  t h a t  s ta tements  o f  o b j e c t i v e s  c u r r e n t l y  i n  
u s e  a r e  s t i l l  v a l i d .  For example ,  t h e  o b j e c t i v e  a s s o c i a t e d  
w i t h  t h e  n a t i o n a l  55  miles  p e r  hour  speed l i m i t  now i n c l u d e s  
s a f e t y ,  a s  well  a s  e n e r g y  c o n s e r v a t i o n .  

D e t e r m i n i n g  v a l i d  o b j e c t i v e s  is a complex and  f r u s t r a t i n g  
t a s k .  A s t u d y  may h a v e  t o  p r o c e e d  w i t h o u t  f u l l y  s a t i s f y i n g  
t h e s e  r e q u i r e m e n t s .  I f  t h i s  is  t h e  case ,  o b j e c t i v e s  s h o u l d  
b e  reexamined  and  c l a r i f i e d  a s  t h e  s t u d y  p r o g r e s s e s .  

S p e c i f y i n g  comprehens ive  m e a s u r e s  

V a l i d  measures o f  p o l i c y  and program consequences  a r e  re -  
q u i r e d  f o r  b o t h  a p p r a i s i n g  r e s u l t s  and  a s s e s s i n g  a l t e r n a t i v e s .  
O b j e c t i v e s  and m e a s u r e s  o f  c o n s e q u e n c e s  a r e  i n t e r d e p e n d e n t .  
The  q u a l i t y  o f  e a c h  d e p e n d s  o n  t h e  o t h e r .  Measures  s h o u l d  
b e  used  which c o v e r  a l l  aspec ts  o f  a g i v e n  o b j e c t i v e .  I d e a l l y ,  
measures s h o u l d  

- - q u a n t i f y  t h e  e x t e n t  t o  w h i c h  t h e  o b j e c t i v e ( s )  a r e  o r  
would be m e t - - " e f f e c t i v e n e s s "  measu res :  

--capture q u a l i t a t i v e  a s p e c t s  o f  t h e  consequences--  
" i n t a n g i b l e "  m e a s u r e s ;  

- - q u a n t i f y ,  t o  t h e  e x t e n t  p o s s i b l e ,  u n i n t e n d e d  conse -  
q u e n c e s - - " s i d e - e f f e c t "  m e a s u r e s ;  

- - q u a n t i f y ,  t o  t h e  e x t e n t  p o s s i b l e ,  t h e  d i f f e r e n c e s  of  
impac t  o n  t h e  b e n e f i c i a r i e s  and t h e  c o s t  b e a r e r s - -  
" d i s t r i b u t i o n "  m e a s u r e s .  

When a p p r a i s i n g  r e s u l t s ,  i t  may be d e c i d e d  f o r  practical 
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reasons  t o  exclude s i d e - e f f e c t  and d i s t r i b u t i o n  measures. 
However, t h e y  s h o u l d  n o t  be excluded if reasonable  e f f o r t  
would produce usefu l  d a t a  or i f  the decisionmaker is espe- 
c i a l l y  i n t e r e s t e d  i n  these measures. For i n t a n g i b l e  measures, 
some q u a l i t a t i v e  i n d i c a t i o n  of r e l a t i v e  magnitude should be 
used ( e . g . ,  r a t i n g s  by c l i e n t s  r e f l e c t i n g  t h e i r  s a t i s f a c t i o n  
w i t h  t h e  q u a l i t y  of a s e r v i c e ) .  

Data may not be a v a i l a b l e  on t h e  d e s i r e d  measures o r ,  
i f  a v a i l a b l e ,  may be ob ta inab le  o n l y  a t  high c o s t .  I n  t hese  
c a s e s ,  s u r r o g a t e s  w i l l  have t o  be used. For example, t h e  
s c h o l a s t i c  a p t i t u d e  t e s t  is used. t o  measure l i k e l y  achieve-  
ment  i n  c o l l e g e .  When su r roga te s  a r e  used,  t h e i r  v a l i d i t y  
should be e s t a b l i s h e d .  

There is a temptat ion t o  d e f i n e  q u a n t i f i a b l e  measures, 
e s p e c i a l l y  of e f f e c t i v e n e s s ,  too r i g i d l y  o r  narrowly. For 
example, i n  e v a l u a t i n g  a publ ic  employment program, a success- 
f u l  p a r t i c i p a n t  might be s p e c i f i e d  a s  a person who is  employed 
1 year  a f t e r  completion of t r a i n i n g .  I f  t he  p a r t i c i p a n t  worked 
1 day less  than a y e a r ,  would he or  s h e  be viewed unsuccess- 
f u l ?  Suppose t h e  p a r t i c i p a n t  only o c c a s i o n a l l y  held a j o b ,  
b u t  happened t o  be working a year a f t e r  t h e  program. Should 
t h i s  be counted a s  a success?  The range and d i s t r i b u t i o n  
of outcomes should be considered i n  t h i s  c a s e .  For example, 
d a t a  on the percentage of persons holding jobs  for  va r ious  
l e n g t h s  of time a f t e r  t r a i n i n g  would provide a more meaningful 
p i c t u r e  of r e a l  outcomes. T h i s  s o r t  of d i s t r i b u t i o n  is 
needed t o  j u d g e  l e v e l s  of a t t a inmen t  or  deg rees  of success  
or f a i l u r e .  

These four  fundamental concepts  a r e  c l o s e l y  i n t e r r e l a t e d .  
A c l e a r  understanding of what is needed f o r  t h e  decisionmaking 
p r o c e s s ,  of the  na ture  of the problem, and s t a t emen t s  of 
o b j e c t i v e s  is necessary i n  o rder  t o  a s s u r e  t h a t  a meaningful 
and f e a s i b l e  s e t  of measures has been s p e c i f i e d .  

A P P R A I S I N G  POLICY AND PROGRAM RESULTS ---- -L-.------ 

T h e  process  of appra is ing  r e s u l t s  should begin concur- 
r e n t l y  w i t h  p o l i c y  or program implementation and con t inue  a s  
needed. Continuous a p p r a i s a l ,  through a w e l l  s t r u c t u r e d  
management information system, should be  maintained,  b u t  
even when it ex i s t s  the re  w i l l  be a need fo r  s p e c i a l  reviews 
from time t o  time. 

Af te r  the  fundamental concepts  d i s c u s s e d  above a r e  
understood they m u s t  be f u r t h e r  developed through a p p l i c a t i o n  
of o the r  inore s p e c i f i c  concepts and methods inc luding  
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--making v a l  i d  compar i s o n s  , 
- -deve lop ing  needed'  i n f o r m a t i o n ,  

- - i n t e r p r e t i n g  program r e s u l t s ,  and 

- -checking  t h e  c o m p l e t e n e s s  o f  t h e  a p p r a i s a l .  

Making v a l i d  c o m p a r i s o n s  

For e v a l u a t i o n  t o  be u s e f u l ,  outcomes of  t h e  program o r  p o l i c y  
m u s t  be compared w i t h  someth ing  e l se  i n  o r d e r  t o  r e v e a l  t h e  
e f f e c t  of t h e  program. T h e  b a s i s  f o r  compar ison  may be t h e  
outcome of an a l t e r n a t i v e  p o l i c y ,  of t h e  same program a t  an 
e a r l i e r  time, o r  a c o m b i n a t i o n  of  s u c h  compar i sons .  

Comparison is t h e  essence of a p p r a i s i n g  program r e s u l t s .  

T h e  measu res  t h a t  a r e  used i n  making these compar i sons  
s h o u l d  be d e r i v e d  from a v a l i d  statement of o b j e c t i v e s .  T h i s  
d e r i v a t i o n  is more d i f f i c u l t  i f  t h e  o b j e c t i v e s  a r e  n o t  c l e a r l y  
s t a t e d ,  changes  a r e  t a k i n g  p l a c e ,  o r  f o r  o t h e r  r e a s o n s  t h e  
b a s i s  of compar ison  is a r b i t r a r y .  

T h e  measu res  used f o r  compar ison  need t o  be d e v e l o p e d  
w i t h  t h e  d e c i s i o n m a k e r s  who know whether  t h e i r  f o c u s  is on 
r e s o u r c e  i n p u t  ( e . g . ,  m i x t u r e  o f  p a r a p r o f e s s i o n a l s ,  n u r s e s ,  
and p h y s i c i a n s ) ,  o p e r a t i o n a l  p r o c e s s  ( e . g . ,  s c h e d u l i n g  of 
s u r g e r i e s ) ,  ou tcomes  ( e . g . ,  d i s a b i l i t y  d a y s  a v e r t e d ) ,  t h e  
o p e r a t i o n a l  s e t t i n g  ( e . g . ,  i n t e r a c t i o n  w i t h  o t h e r  o u t p a t i e n t  
and i n p a t i e n t  f a c i l i t i e s ) ,  o r  some combina t ion  of these.  

Other  s o r t s  of compar i sons  may be u s e f u l .  For example,  
compar ison  of  p l a n n e d  v a r i a t i o n s  among p r o j e c t s  w i t h i n  an  
e x i s t i n g  program may h e l p  t o  i d e n t i f y  i m p o r t a n t  c h a r a c t e r  i s t i c s  
and p o t e n t i a l  improvements .  h compar ison  of s i m i l a r  programs,  
i f  f e a s i b l e ,  may p r o v i d e  some of t h e  same i n f o r m a t i o n .  

Once  t h e  n a t u r e  of compar i sons  is e s t a b l i s h e d ,  a s e r i e s  
of a d d i t i o n a l  q u e s t i o n s  d i r e c t l y  r e l a t i n g  t o  t h e  problem a t  
hand s h o u l d  be r a i s e d .  Some o f  t hese  a r e  posed a s  h y p o t h e s e s  
w h i c h  t h e  a p p r a i s a l  a ims  t o  p rove  o r  d i s p r o v e .  Such  h y p o t h e s e s  
or q u e s t i o n s  m u s t  a l l o w  an  a p p r a i s a l  of  whether consequences  
o r  e f f e c t s  a r e  a t t r i b u t a b l e  t o  t h e  program o r  t o  some o t h e r  
c a u s e s .  A d e c i s i o n  needs  t o  be made whether o n l y  d e s c r i p t i v e  
f i n d i n g s  w i l l  s u f f i c e  o r  whether  i t  w i l l  be n e c e s s a r y  t o  
d e m o n s t r a t e  s i g n i f i c a n c e  of  r e s u l t s  o r  d i f f e r e n c e s  i n  e f f e c t s .  

Choice of a compar ison  approach  depends  bo th  upon t h e  
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q u e s t i o n s  t o  be a sked  and t h e  a v a i l a b i l i t y  of d a t a .  T h i s  is 
n o t  o n l y  p r o c e d u r a l  b u t  i n v o l v e s  a l s o  q u e s t i o n s  of  a c c e s s ,  
c o m p a r a b i l i t y ,  r e s t r i c t i o n s  on c o l l e c t i o n  and u s e  of c o n f i -  
d e n t i a l  d a t a ,  e t c .  T h e s e  problems may be more s e v e r e  t h a n  
many e v a l u a t o r s ,  a u d i t o r s ,  examine r s ,  and o t h e r s  r e a l i z e .  
This means  that analytical methods s h o u l d  be used which make 
t h e  most e f f i c i e n t  use of  each  b i t  of d a t a .  

Data  p rob lems  may make i t  i m p o s s i b l e  t o  use t h e  b e s t  
t h e o r e t i c a l  method. Some methods may be i m p r a c t i c a l  i f  d a t a  
is t o o  h i g h l y  a g g r e g a t e d ,  i ncomple t e  o r  m i s s i n g ,  o r  may re- 
q u i r e  " p a t c h  up" e f f o r t s  a f t e r  t h e  e v a l u a t i o n  is underway. 

Some major  compar i son  methods f o l l o w .  

E x p e r i m e n t a l  methods--at tempt  t o  measure t h e  r e s u l t s  of  -------- 
t h e  program a s  though e v e r y t h i n g  e l s e  is  h e l d  c o n s t a n t .  T h i s  
is done by measu r ing  t h e  d i f f e r e n c e ,  i n  terms of  t h e  measu res  
of success ,  between t h o s e  a f f e c t e d  by t h e  program and a con- 
t r o l  g roup  w h i c h  is n o t .  T h i s  is t h e  p r e f e r r e d  method f o r  
e v a l u a t i o n  of s o c i a l  e x p e r i m e n t s ,  b u t  i t  can  a l s o  be used f o r  
any e v a l u a t i o n  when t h e  e s s e n t i a l  r e q u i r e m e n t s  of random a s s i g n -  
ment and c o n t r o l  a r e  f e a s i b l e .  T h i s  i s  t h e  approach  t h a t  was 
used i n  t h e  N e w  J e r s e y  Nega t ive  Income Tax e x p e r i m e n t .  I n  
t h a t  e x p e r i m e n t ,  s e v e r a l  d i f f e r e n t  amounts of  monetary  
i n c e n t i v e s  were g i v e n  t o  d i f f e r e n t  g r o u p s  of f a m i l i e s  i n  t h e  
same s i t u a t i o n  t o  see w h a t  e f f e c t  t h e  i n c e n t i v e s  had on work 
and s p e n d i n g  h a b i t s .  Responses  were compared w i t h  t h e  h a b i t s  
of f a m i l i e s  i n  t h e  same s i t u a t i o n s  w h i c h  r e c e i v e d  no monetary  
i n c e n t i v e  from t h e  expe r imen t  d u r i n g  t h e  same time. 

T h e  a n a l y t i c a l  s t r e n g t h  of  t h e  e x p e r i m e n t a l  method makes 
i t  a v e r y  u s e f u l  t o o l .  T h i s  v a l u e  m u s t  be b a l a n c e d  a g a i n s t  
o t h e r  c o n s i d e r a t i o n s ,  s u c h  a s  c o s t  and e t h i c a l  and l e g a l  
c o n s t r a i n t s ,  b e f o r e  t h i s  approach  is s e l e c t e d .  

E x p e r i m e n t a l  d e s i g n s  r e q u i r e  t h a t  t h e  a f f e c t e d  g r o u p  and 
t h e  g r o u p  n o t  a f f e c t e d  p o s s e s s  s imi la r  c h a r a c t e r i s t i c s .  T h i s  
is t h e  r e a s o n  f o r  a s t r i c t  r e q u i r e m e n t  t h a t  t h e  p o t e n t i a l  
p a r t i c i p a n t s  be randomly a s s i g n e d  so t h a t  each  one h a s  t h e  
same chance  of  a s s i g n m e n t  t o  e i t h e r  g r o u p  b e f o r e  t h e  program 
b e g i n s .  Un les s  r a n d o m i z a t i o n  is a c h i e v e d ,  t h e r e  is no assur -  
ance  t h a t  t h e  r e s u l t s  a r e  a t t r i b u t a b l e  t o  t h e  program. 
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For example ,  u n l e s s  randomly a s s i g n e d ,  p a r t i c i p a n t s  
might  e n r o l l  b e c a u s e  t h e y  a r e  more p e r c e p t i v e  and d e s i r e  t h e  
b e n e f i t s  more t h a n  o t h e r s  who a r e  e l i g i b l e .  T h i s  b i a s e s  any  
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compar ison  of t h e  r e s p o n s e  o r  pe r fo rmance  of t h e  two g r o u p s  
b e c a u s e  t h e i r  m o t i v a t i o n s  and o t h e r  c h a r a c t e r  i s t ics  were n o t  
t h e  same. 

Nonrandom compar ison  g r o u p  methods--are  commonly used --- -- 
when t h e  requirements f o r  s t r i cE  randomized c o n t r o l  c a n n o t  be 
s a t i s f i e d .  At tempts  a r e  made t o  make t h e  compar ison  g roup  a s  
s i m i l a r  t o  t h e  e x p e r i m e n t a l  g r o u p  a s  p o s s i b l e  by matching  
i n d i v i d u a l s  w i t h  t h e  same sex ,  a g e ,  r a c i a l ,  o r  socio-economic 
c h a r a c t e r i s t i c s .  T h e  d i f f e r e n c e s  i n  r e s u l t s  between t h e  two 
g r o u p s  ( e x p e r i m e n t a l  and t h e  matched c o m p a r i s o n )  a r e  a t t r  i- 
b u t a b l e ,  as i n  e x p e r i m e n t a l  d e s i g n s ,  t o  t h e  r e s u l t s  o f  t h e  
program. However, w i t h o u t  random a s s i g n m e n t  t h e r e  is g r e a t e r  
d a n g e r  t h a t  t h e  o b s e r v e d  r e s u l t s  a r e  a t t r i b u t a b l e  t o  nonprogram 
i n f l u e n c e s .  O t h e r  d i f f i c u l t i e s  w i t h  t h e  method i n c l u d e  poten-  
t i a l  b i a s  r e s u l t i n g  from s e l f - s e l e c t i o n  by p a r t i c i p a n t s .  

Comparison -- of  s i m i l a r  programs--a t tempts  I_ t o  e s t a b l i s h  
measures and d a t a  w i t h  which t h e  outcomes of two o r  more 
ongo ing  programs o r  components  can  be compared.  Program 
c o m p a r i s o n s  a r e  a t t r a c t i v e  f o r  s e v e r a l  r e a s o n s .  They (1) 
p r o v i d e  i n f o r m a t i o n  on  e f f e c t i v e n e s s  of a l t e r n a t i v e s  i n  com- 
p a r a b l e  terms and f o r  t h e  same t i m e  p e r i o d ,  ( 2 )  r e d u c e  t h e  
need t o  r e l y  c o m p l e t e l y  on t h e  e l u s i v e  " c o n t r o l "  of e x p e r i -  
m e n t a l  methods a p p l i e d  t o  one  p r o j e c t ,  ( 3 )  h e l p  g e n e r a l i z e  
t h e  r e s u l t s  i f  w i d e l y  d i s t r i b u t e d  " r e p r e s e n t a t i v e "  p r o j e c t s  
c a n  be i n c l u d e d ,  and ( 4 )  o f f e r  a n  o p p o r t u n i t y  t o  i d e n t i f y  
e x c e p t i o n a l  pe r fo rmance  and t o  s t u d y  what is o p e r a t i o n a l l y  
d i f f e r e n t  a b o u t  those p ro jec t s .  

Program compar i sons  comprehens ive  enough t o  y i e l d  t h e  
above  a d v a n t a g e s  are  c o s t l y  and d i f f i c u l t  t o  manage. For 
example ,  a l t h o u g h  "p lanned  v a r i a t i o n s "  m u s t  be c a r e f u l l y  
documented a t  t h e  o u t s e t ,  once  i n  o p e r a t i o n  t h e y  w i l l  seldom 
be f r e e  of f u r t h e r  c h a n g e s ,  which a l s o  m u s t  be documented.  
I t  s h o u l d  be no ted  whether  s u c h  c h a n g e s  a r e  " p o s i t i v e "  
( e f f o r t s  t o  a p p l y  even  be t t e r  methods)  o r  " n e g a t i v e "  ( r e s i s -  
tance t o  a d o p t i n g  t h e  p r e s c r i b e d  me thods ) .  

T i m e  ser i e s - - i n v o l v e s  a set ies of measurements  a t  pe r  i- 
7- o d i c  i n t e r v a l s  b e f o r e  t h e  program b e g i n s  and d u r i n g  t h e  

program. For example ,  i n  e v a l u a t i n g  t h e  s a f e t y  r e s u l t s  o f  
C o n n e c t i c u t ' s  crackdown on s p e e d i n g ,  i t  was p o s s i b l e  t o  use 
time s e r i e s  d a t a  c o l l e c t e d  f o r  s e v e r a l  y e a r s  b e f o r e  and a f t e r  
t h i s  new p o l i c y  change .  A n  a b r u p t  change  i n  s u c h  t r e n d  d a t a  
is s t r o n g  e v i d e n c e  t h a t  t h e  a c t i o n  t a k e n  caused  t h e  observed 
change  i n  t h e  t r e n d .  I f  measurements  c a n  a l s o  be  o b t a i n e d  
i n  a n o t h e r  s e t t i n g  t r e a t e d  a s  a compar ison  g r o u p ,  a d d i t i o n a l  
i n s i g h t s  a r e  p o s s i b l e .  
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Careful i n t e r p r e t a t i o n  is needed when u s i n g  time s e r i e s  
da t a .  There may be a t ime- l ag  between r e c e i p t  of s e r v i c e s  
and t h e  impact of the s e r v i c e s ,  T h e  ana lys t  should a l s o  be 
a l e r t  for  c y c l i c a l  phenomena, such a s  unemployment l e v e l s ,  
w h i c h  might cause p a r t  of t h e  trend. 

The methods discussed above a r e  not exhaust ive and t h e r e  
a r e  other ways of making u s e f u l  comparisons. 

Developing needed information 

Many information sys tems a re  not s t ruc tu red  to  capture  
da t a  necessary fo r  making comprehensive and va l id  appra i sa l s .  
Consequently, a c e r t a i n  amount of ad hoc data c o l l e c t i o n  w i l l  
be necessary.  Repeated appra i sa l s  of the same programs w i l l  
be aided by incorporat ing procedures t o  capture  the des i red  
da ta  on a cont inuing bas i s .  For new programs, a s p e c i a l  e f f o r t  
should be made a t  t h e  beginning t o  incorporate  s p e c i f i c  pro- 
v i s i o n s  fo r  ga ther ing  the necessary information. I n  any case ,  
dec i s ions  a r e  required on 

--precisely what quest ions a re  t o  be answered and 

- - spec i f ic  items of da ta  required for  a n a l y t i c a l  methods 

S e l e c t i o n ,  d e s i g n ,  and implementation of da t a  c o l l e c t i o n  

t o  be employed. 

instruments may be t h e  l e a s t  a t t r a c t i v e  aspec ts  of any ap- 
p r a i s a l ,  b u t  t h e y  a r e  among the most important. Major sources 
of d a t a  include 

-- interviews,  

--mailed ques t ionna i r e s ,  

- -onsi te  observat ions,  

--peer group r a t i n g s ,  

--standardized wr i t t en  tests,  

- -project  and other program records,  

--Federal and S t a t e  government s t a t i s t i c s ,  such a s  those 
from the  Census Bureau and Bureau of Labor S t a t i s t i c s ,  

--performance t e s t s  or other physical  evidence, 
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- - c l i n i c a l  e x a m i n a t i o n ,  

- - f i n a n c i a l ,  cos t  a c c o u n t i n g ,  and o p e r a t i o n a l  manage- 
ment i n f o r m a t i o n ,  and 

i 

--documents s u c h  as m i n u t e s ,  p r o g r e s s  r e p o r t s ,  p u b l i c  
releases,  e tc .  

U s u a l l y ,  it is h e l p f u l  t o  use s e v e r a l  s o u r c e s ,  and t h e r e  a r e  
o p p o r t u n i t i e s  f o r  c r e a t i v i t y  i n  d e s i g n  of c o l l e c t i o n  i n s t r u -  
ments  and i n  a n a l y t i c a l  d e s i g n s  which merge d a t a  from s e v e r a l  
s o u r c e s .  I t  may be v e r y  h e l p f u l  t o  merge d a t a  o b t a i n e d  from 
p e r s o n a l  i n t e r v i e w s  ( c o n d i t i o n  of home, e t c . )  w i t h  d a t a  i n  
program f i l e s  ( a c h i e v e m e n t  s c o r e s ,  etc.). Careful d e s i g n ,  
i n  a t e c h n i c a l  s e n s e ,  m u s t  be coup led  w i t h  c a r e f u l  c o n s i d e r a -  
t i o n  of p r e s e r v i n g  t h e  c o n f i d e n t i a l i t y  of d a t a  a b o u t  i n d i v i -  
d u a l s .  (See ch .  5 . )  

I n t e r E r e t i n g  program r e s u l t s  
-_I_ 

The key p o i n t  i n  i n t e r p r e t i n g  t h e  d a t a  is t o  a s c e r t a i n  
t h e  d e g r e e  t o  w h i c h  r e s u l t s ,  c o n s e q u e n c e s ,  o r  e f f e c t s  a r e  
a t t r i b u t a b l e  t o  t h e  program( s) o r  t o  o t h e r  e x t e r n a l  i n f l u e n c e s .  
F r e q u e n t l y  t h e  d a t a  w i l l  r e v e a l  o n l y  s m a l l  e f f e c t s .  Even 
small  e f f e c t s  a r e  i m p o r t a n t ,  however,  because  t h e y  may be t h e  
only c l u e  a v a i l a b l e  t o  t h e  p o t e n t i a l  f o r  l a r g e r  e f f e c t s  which 
were e i t h e r  o b s c u r e d  i n  t h e  d a t a  or  a r e  a c h i e v a b l e  o n l y  
t h r o u g h  g r e a t e r  change  i n  t h e  program. Because o f  t h e  poten-  
t i a l  f o r  l a r g e  e f f e c t s  t o  be o b s c u r e d  by t h e  d a t a ,  i t  is 
i m p o r t a n t  t o  examine  small e f f e c t s  v e r y  c a r e f u l l y .  

Even i f  v a l i d ,  dependable r e s u l t s  a r e  n o t  o b t a i n e d ,  t h e  
data  s h o u l d  p r o v i d e  i n s i g h t  i n t o  t h e  s t r u c t u r e  needed i n  
f u r t h e r  r e s e a r c h  and e v a l u a t i o n .  These  i n s i g h t s  may a l s o  
s u g g e s t  new and d i f f e r e n t  a l t e r n a t i v e s  which s h o u l d  be 
assessed. 

Those making a p p r a i s a l s  have a r e s p o n s i b i l i t y  t o  p r o v i d e  
s y s t e m a t i c  i n f o r m a t i o n  about the results of p o l i c i e s  and 
p rograms  and about t h e  d e g r e e  o f  c o n f i d e n c e  a t t a c h e d  t o  these  
resu l t s .  Where a h i g h  d e g r e e  of u n c e r t a i n t y  e x i s t s ,  i t  may 
p r e c l u d e  f i r m  recommendat ions c o n c e r n i n g  p o l i c y  and program 
a c t i o n s .  When recommendat ions a r e  made i n  t hese  c i r c u m s t a n c e s ,  
t h e  u n c e r t a i n t y  m u s t  be c l e a r l y  communicated. F u r t h e r  
a p p r a i s a l s  c a n  f r e q u e n t l y  r e d u c e  t h e  u n c e r t a i n t i e s  and p r o v i d e  
a bas is  f o r  f i r m  recommendat ions.  
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Checking completeness  of t h e  a p p r a i s a l  

p o l i c y  or program a p p r a i s a l  t o  v i e w  t h e  in te rdependent  con- 
c e p t s  w h i c h  have been d iscussed  a s  a c h e c k l i s t .  

-------- ----------- 
I t  is h e l p f u l  i n  p repar ing  an i n t e r p r e t i v e  summary of a 

I 

Some of t h e  q u e s t i o n s  which should be contained i n  such 
a c h e c k l i s t  a r e :  

--Were t h e  reasons  for the s t u d y  found t o  be v a l i d ?  
Were t h e  cause ,  scope, and i n t e n s i t y  of t h e  o r i g i n a l  
problem or i s s u e  redefined a s  p a r t  of t h e  s tudy  or  a s  
a r e s u l t  of t h e  s tudy? Why d id  i t  need a t t e n t i o n  a t  
t h i s  t ime? Was f u l l  cons ide ra t ion  given t o  t h e  expres-  
sed n e e d s  of a l l  p o t e n t i a l  u se r s  of t h e  s tudy? 

--Were the  o b j e c t i v e s  of t h e  program or p o l i c y  c l e a r l y  
i d e n t i f i e d ?  Did they s h i f t  over time? Were t h e r e  
imp1 i c i  t o b j e c t i v e s ?  

--Were any s p e c i a l  problems, e i t h e r  conceptual  or prac-  
t i c a l ,  encountered i n  using input ,  p rocess ,  o u t p u t ,  
e f f i c i e n c y ,  or e f f e c t i v e n e s s  measures? Were v a l i d  
s t a n d a r d s  f o r  comparisons used? Was i t  necessary  t o  
employ s u r r o g a t e  measures and what was t h e  r a t i o n a l e  
f o r  t h e i r  cho ice?  What o ther  q u a n t i f i a b l e  o r  i n -  
t a n g i b l e  consequences were measured and- how? 

--Were d a t a  c o l l e c t i o n  instruments  s u f f i c i e n t  under t h e  
c i rcumstances?  

--Are f i n d i n g s  s t a t i s t i c a l l y  s i g n i f i c a n t  and p r a c t i c a l l y  
impor tan t?  D o  they answer ques t ions  posed a t  t h e  be- 
g inning  of t h e  s tudy? 

--Were t h e  hypotheses  accepted? Ejere u n c e r t a i n t i e s  re-  
s u l t i n g  from problems w i t h  d a t a  i d e n t . i f i e d  and p rope r ly  
cons idered?  Compared t o  o ther  s t u d i e s  or ev idence ,  do 
d a t a  and conc lus ions  agree?  If no t ,  why not?  

--Were t h e  l e s s o n s  learned i d e n t i f i e d ?  Can sugges t ions  
be made fo r  immediate improvements? 

--To what e x t e n t  can t h e  performance of t h i s  program be 
gene ra l i zed  t o  apply t o  o the r  s e t t i n g s  w i t h i n  which 
t h e  program t a k e s  place or may take p l ace?  What should 
and should no t  be done i n  t he  f u t u r e  i n  o the r  l o c a t i o n s  
or i n  s i m i l a r  programs? Are these  conclus ions  based 
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on d e m o n s t r a t e d  causa l  r e l a t i o n s h i p s ?  Are r e a s o n s  
f o r  p rogram w e a k n e s s e s  i n d i c a t e d ?  

--Have r ecommendat i o n s  been  deve loped  f o r  a1 t e r n a t  i v e s  
t o  be a n a l y z e d  and compared? 

--What i s  s t i l l  l e f t  t o  be s t u d i e d ?  What new q u e s t i o n s  
were  r a i s e d  t h a t  r e q u i r e  f u r t h e r  r e s e a r c h ?  Which a r e a s  
of r e s e a r c h  s t i l l  need f u r t h e r  e x p l o r a t i o n ?  What 
r e s e a r c h  me thods  n e e d  t o  b e  deve loped  o r  improved i n  
o r d e r  t o  make f u t u r e  a p p r a i s a l s  more a u t h o r i t a t i v e ?  

ASSESSING POLICY AND PROGRAM ALTERNATIVES 

As i n  t h e  c a s e  of a p p r a i s i n g  p o l i c y  and program r e s u l t s ,  
t h e  methods  used  i n  a s s e s s i n g  p o l i c y  and  program a l t e r n a t i v e s  
b u i l d  o n  t h e  f u n d a m e n t a l s  d i s c u s s e d  a t  t h e  b e g i n n i n g  of t h i s  
c h a p t e r .  I n  t h i s  ca,se a l s o ,  t h e r e  a r e  a d d i t i o n a l  c o n c e p t s  
and  me thods  wh ich  a r e  needed ,  s u c h  a s  

- -deve lop ing  a r a n g e  o f  a l t e r n a t i v e s ,  

- - s c r e e n i n g  t h e  p r e l i m i n a r y  a l t e r n a t i v e s ,  

- - e s t i m a t i n g  t h e  measurable consequences ,  

- - a s s e s s i n g  p r o v i s i o n a l  o r d e r  i n g s ,  

- - d e t e r m i n i n g  t h e  impact  of  c o n s t r a i n t s ,  

- - r e a s s e s s i n g  t h e  o r d e r i n g  of a l t e r n a t i v e s ,  and  

- -checking  t h e  c o m p l e t e n e s s  of  t h e  a s s e s s m e n t .  

Developihg  a r a n g e  -- o f  a l t e r n a t i v e s  

t i v e s .  The  i n i t i a l  search f o r  a l t e r n a t i v e s  s h o u l d  n o t  be 
c o n s t r a i n e d .  C o n t i n u i n g ,  m o d i f y i n g ,  e x p a n d i n g ,  r e d u c i n g ,  o r  
abandon ing  a n  e x i s t i n g  program s h o u l d  be i n c l u d e d ,  a s  w e l l  a s  
c o m p l e t e l y  new a l t e r n a t i v e s .  W i t h  r e g a r d  t o  t h e  e x i s t i n g  
program,  c o n s i d e r a t i o n  s h o u l d  b e  g i v e n  t o  r eexamin ing  t h e  
v a l i d i t y  o f  t h e  e x i s t i n g  o b j e c t i v e s .  The p r o c e s s  o f  d e v e l o p -  
i n g  a l t e r n a t i v e s  s h o u l d  i n c l u d e  a tho rough  q u e s t i o n i n g  of t h e  
need  f o r  a n y  g o v e r n m e n t a l  i n t e r v e n t i o n ,  which may h a v e  b e e n  
j u s t i f i e d  o n  a n y  of  t h e  f o l l o w i n g  g rounds :  

I t  is e s s e n t i a l  t o  s e a r c h  o u t  a wide r a n g e  o f  a l t e r n a -  

--Absence o f  s u i t a b l e  p r i v a t e  a l t e r n a t i v e s  o r  a b s e n c e  
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of  a p r i v a t e  m a r k e t p l a c e  i n  which t h e  needed s e r v i c e  
can  be d i s t r i b u t e d . ’  

--The b e n e f i t s  t o  s o c i e t y  r e s u l t i n g  from u n i v e r s a l  use 
of  s e r v i c e s  o r  f a c i l i t i e s ,  s u c h  a s  sewage d i s p o s a l .  

- -Equal  a v a i l a b i l i t y  of a s e r v i c e ,  s u c h  a s  p u b l i c  educa-  
t i o n .  

- - D i s t r i b u t i o n  of b e n e f i t s  t o  d i s a d v a n t a g e d  p e o p l e ,  s u c h  
a s  h e a l t h  b e n e f i t s  t h r o u g h  medicare and medicaid.  

- -Regu la t ion  of  p r i v a t e  a c t i v i t i e s ,  such  a s  t h e  c e r t i f i -  
c a t i o n  of e f f e c t i v e n e s s  and p u r i t y  o f  d r u g s .  

- - P r o v i s i o n  of i n c e n t i v e s  for des i r ed  p r i v a t e  a c t i v i t i e s ,  
s u c h  as deve lopmen t  o f  e n e r g y  r e s o u r c e s .  

Broad classes of a p p r o a c h e s  which show p o t e n t i a l  for  
s o l v i n g  t h e  problem b e i n g  a n a l y z e d  s h o u l d  be i n i t i a l l y  iden-  
t i f  i e d .  One or more p r o m i s i n g  a l t e r n a t i v e  a p p r o a c h e s  from 
each of  t h e  b road  c l a s ses  s h o u l d  be d e v e l o p e d .  I f  b road  
c l a s s e s  are  n o t  examined ,  a l t e r n a t i v e  a p p r o a c h e s  a r e  u s u a l l y  
u n n e c e s s a r i l y  l i m i t e d  t o  r e l a t i v e l y  small  incremental changes  
from e x i s t i n g  programs.  For example ,  a n a l y s i s  of an incremen- 
t a l  change  i n  e l i g i b i l i t y  s t anda rds  f o r  t h e  food s tamp p ro -  
gram is more n a r r o w l y  d e f i n e d  t h a n  a n  a n a l y s i s  of  o v e r a l l  
income s e c u r i t y  or n u t r i t i o n  p o l i c y .  

Reasonab le  a l t e r n a t i v e s  from a l l  sources,  i n c l u d i n g  t h o s e  
s u g g e s t e d  by gove rnmen ta l  a g e n c i e s ,  l e g i s l a t i v e  commi t t ees ,  
advocacy  o r  i n t e r e s t  g r o u p s  s h o u l d  be c o n s i d e r e d .  Issue 
p a p e r s ,  s u c h  a s  d e s c r i b e d  i n  chapter 5 ,  c a n  be u s e f u l  a t  t h i s  
stage  of an assessment. 

II_- S c r e e n i n g  t h e  p r e l i m i n a r y  a l t e r n a t i v e s  

c i a t ed  w i t h  t h e  r a n g e  of  a l t e r n a t i v e s ,  i n c l u d i n g  t h e  s t a t u s  
quo, shou ld  now be u n d e r t a k e n .  T h i s  i n i t i a l  s c r e e n i n g  is 
i n t e n d e d  t o  e l i m i n a t e  o b v i o u s l y  i n f e r i o r  a p p r o a c h e s  and t o  
r e d u c e  t h e  o r i g i n a l  l i s t  o f  a l t e r n a t i v e s  t o  a manageable s i z e .  
I t  is h e l p f u l  t o  make a p p r o x i m a t e  c a l c u l a t i o n s  o f  c o s t  and 
consequences, of break-even  p o i n t s ,  and of t e c h n i c a l  f e a s i b i l -  
i t y ,  e t c .  A l t e r n a t i v e s  s h o u l d  n o t  i n i t i a l l y  be r u l e d  o u t  
based on implemen ta t ion  d i f f i c u l t i e s ,  i n c l u d i n g  o r g a n i z a t i o n a l  
or p r o c e d u r a l  changes .  

A p r e l i m i n a r y  a n a l y s i s  of t h e  l i k e l y  consequences  a s s o -  
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Modif ica t ions  and combinations of a l t e r n a t i v e s  usua l ly  
become apparent  and f r e q u e n t l y  provide t h e  b a s i s  f o r  new and 
supe r io r  a l t e r n a t i v e s .  The search  fo r  a l t e r n a t i v e s  is a 
cont inuing  a c t i v i t y  and t h e  a n a l y t i c a l  e f f o r t  p rovides  
o p p o r t u n i t i e s  t o  invent  or d i scover  o ther  a l t e r n a t i v e s  t h a t  
w i l l  a r i s e .  

Es t imat ing  measurable - consequences, 

quences a s  well  a s  of a l l  c o s t s  and resource inpu t s  under 
va r ious  c o n d i t i o n s  and l e v e l s  of a v a i l a b l e  r e sources .  Measur- 
a b l e  consequences inc lude  e f f e c t i v e n e s s ,  s i d e  e f f e c t s ,  and 
d i s t r i b u t i o n  c o n s i d e r a t i o n s .  I n  making such e s t i m a t e s ,  t h e  
d a t a  on a c t u a l  c o s t s  and e f f e c t i v e n e s s  f0ur.d i n  p r i o r  appra i s -  
a l s  of s i m i l a r  programs should be used toge ther  w i t h  a c t u a l  
o p e r a t i n g  d a t a .  I t  may a l s o  be necessary t o  use well developed 
c a u s a l  models t o  make such e f f e c t i v e n e s s  e s t i m a t e s .  Although 
these  models m u s t  adequate ly  s imula t e  t h e  r e a l  s i t u a t i o n ,  an 
e x i s t i n g  model may s e r v e .  Experience has shown t h a t  i t  is 
c o s t l y  and time consuming t o  develop a completely new model. 

Est imates  m u s t  be made of a n t i c i p a t e d  measurable conse- 

Some e f f o r t  should be made t o  e s t ima te  s i d e  e f f e c t s  and 
t h e i r  i n f l u e n c e  on r e sources .  An e s t ima te  is n e e d e d ,  t o  t h e  
e x t e n t  p o s s i b l e ,  of t h e  d i f f e r e n c e s  of impact on t h e  b e n e f i -  
c i a r i e s  and the c o s t  bea re r s  ( d i s t r i b u t i o n  c o n s i d e r a t i o n s ) .  
Approximations may have t o  be used f o r  s i d e  e f f e c t s  and 
d i s t r i b u t i o n  e s t i m a t e s ,  and va r ious  value judgments a r e  
involved i n  weighing both.  

When analyzing c o s t s  w h i c h  should be a s soc ia t ed  w i t h  
e f f e c t i v e n e s s ,  va r ious  c o s t  concepts  a r e  needed ,  and informa- 
t i o n  on these c o s t s  is u s u a l l y  a v a i l a b l e .  When analyzing 
c o s t s  which should be a s s o c i a t e d  w i t h  s i d e - e f f e c t  and d i s t r i -  
bu t ion  c o n s i d e r a t i o n s ,  t o t a l  a s  well  a s  incremental  cos t s  
should be developed. Frequent ly  such c o s t s  a r e  incomplete. 
They should be checked f o r  reasonableness  and cons i s t ency  w i t h  
t h e  a l t e r n a t i v e s  of i n t e r e s t .  

Information a t  the margin, a s  con t r a s t ed  w i t h  information 
on t o t a l  q u a n t i t i e s ,  is very important i n  resource  a l l o c a t i o n  
d e c i s i o n s .  Approximations of incremental  c o s t s ,  however, 
a r e  more e a s i l y  obta ined  than a r e  approximations of the  mar- 
g i n a l  a s p e c t s  of o the r  program consequences. A reasonable  
e f f o r t  should be made t o  e s t i m a t e  t h e  d i r e c t i o n  and magnitude 
of the v a r i a t i o n s  of program consequences over r e l e v a n t  ranges.  

Information on measurable consequences obta ined  from 
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a u d i t s ,  e v a l u a t i o n s ,  or o t h e r  s t u d i e s  s h o u l d  be used .  Histor- 
i c a l  and t r e n d  d a t a  may p r o v i d e  i n f o r m a t i o n  c o n c e r n i n g  how t h e  
v a r i o u s  c o n s e q u e n c e s  a r e  a f f e c t e d  by t h e  s c a l e  of a c t i v i t y .  

A s s e s s i n g  p r o v i s i o n a l  o r d e r i n g s  

Once t h e  t o t a l  and i n c r e m e n t a l  consequences  of t h e  
a l t e r n a t i v e s  have  been e s t i m a t e d ,  t h e  a l t e r n a t i v e s  s h o u l d  b e  
a r r a y e d  i n  some o r d e r .  T h i s  o r d e r i n g  may be based  on one of  
s e v e r a l  a v a i l a b l e  a p p r o a c h e s .  

One a p p r o a c h  is " c o s t  e f f e c t i v e n e s s . "  T h i s  approach  
f o c u s e s  on r e s o u r c e s  e x p e c t e d  t o  be consumed and how w e l l  
t h e  o b j e c t i v e s  a r e  a c h i e v e d .  Using t h i s  framework, a p r e -  
f e r r e d  a l t e r n a t i v e  is i d e n t i f i e d  a s  one which p r o d u c e s  t h e  
l a r g e s t  a c h i e v e m e n t  f o r  a g i v e n  l e v e l  of c o s t s  o r  which min i -  
m i z e s  r e s o u r c e s  expended f o r  a t t a i n i n g  a g i v e n  l e v e l  o f  
e f f e c t i v e n e s s .  

h h i l e  t h e  c o s t - e f f e c t i v e n e s s  approach  p r o v i d e s  a b a s i s  
f o r  o r d e r i n g  compe t ing  a l t e r n a t i v e s ,  i t  d o e s  n o t  c l e a r l y  
a l l o w  f o r  c o m p a r i s o n s  of  a l t e r n a t i v e s  a s s o c i a t e d  w i t h  m u l t i p l e ,  
p o s s i b l y  c o n f l i c t i n g ,  o b j e c t i v e s .  O t h e r  consequences  of  
alternatives--side-effects and distribution considerations-- 
a r e  n o t  an  i n t e g r a l  p a r t  of  t h e  a n a l y s i s  and may r e q u i r e  
s e p a r a t e  e x a m i n a t i o n .  

A second a p p r o a c h  t o  o r d e r i n g  a l t e r n a t i v e s  is " c o s t -  
b e n e f i t "  a n a l y s i s .  S i d e - e f f e c t s  and d i s t r i b u t i o n  c o n s i d e r a -  
t i o n s  a r e  i n c o r p o r a t e d  i n  t h i s  app roach .  Major c o n s e q u e n c e s ,  
o r  b e n e f i t s ,  a r e  measured i n  d o l l a r s ,  and d i f f e r e n c e s  between 
mone ta ry  b e n e f i t s  and c o s t s  p r o v i d e  t h e  b a s i s  f o r  c h o i c e  
among a l t e r n a t i v e s .  T h e o r e t i c a l l y ,  c o s t - b e n e f i t  a n a l y s i s  
is more u s e f u l  t h a n  c o s t - e f f e c t i v e n e s s  a n a l y s i s  i n  t r e a t i n g  
d i f f e r i n g  a s  w e l l  a s  c o n f l i c t i n g  o b j e c t i v e s .  T h e  s t r e a m s  of  
b e n e f i t s  and cos ts  can be d i s c o u n t e d  t o  t h e i r  e q u i v a l e n t  p r e s -  
e n t  v a l u e s ,  t h u s  a c c o u n t i n g  f o r  t h e  e f f e c t s  of  time. Concep- 
t u a l l y ,  decisionmakers cou ld  se lec t  programs based  on r a n k i n g s  
of n e t  p r e s e n t  v a l u e  b e n e f i t s  ( o r  d e r i v a t i v e s  o f  t h i s  d a t a )  
u n t i l  t h e  t o t a l  a v a i l a b l e  r e s o u r c e s  were e x h a u s t e d .  However, 
t h i s  a p p r o a c h  r e q u i r e s  t h a t  a l l  measures  can be c o n v e r t e d  t o  
d o l l a r s  ( a  d i f f i c u l t  t a s k  a t  b e s t )  i n  a way w h i c h  t h e  d e c i -  
s ionmaker  u n d e r s t a n d s .  Because o f  t h e  d i f f i c u l t y  of  q u a n t i -  
f y i n g  s i d e - e f f e c t s  and d i s t r i b u t i o n a l  e f f e c t s ,  t h e r e  is o f t e n  
no c l e a r  d i s t i n c t i o n  between c o s t - e f f e c t i v e n e s s  and c o s t -  
b e n e f i t  a n a l y s i s .  

Another  a p p r o a c h  is " c o s t - v a l u e "  a n a l y s i s .  T h i s  is a 
t e c h n i q u e  f o r  o b t a i n i n g  g e n e r a l l y  a c c e p t a b l e  q u a n t i t a t i v e  
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w e i g h t s  f o r  use i n  compar ing  t h e  v a l u e  o f  t h e  a l t e r n a t i v e s .  
I n  t h i s  a p p r o a c h ,  t h e  w e i g h t s  a s s i g n e d  t o  v a r i o u s  outcomes  
a r e  based  on d e c i s i o n m a k e r s ’  j udgmen t s .  

T h e  c o s t - v a l u e  method combines  e l e m e n t s  o f  c o s t - e f f e c -  
t i v e n e s s  and  c o s t - b e n e f i t  a n a l y s i s .  S i d e - e f f e c t  and d i s t r i -  
b u t i o n  c o n s i d e r a t i o n s  c a n  b e  i n c o r p o r a t e d  w i t h  e f f e c t i v e n e s s .  
Because t h e  judgmen t s  of  d e c i s i o n m a k e r s  d i f f e r  , v a r i o u s  sets 
o f  j udgmen t s  s h o u l d  be used  and t h e  o r d e r i n g ( s )  o f  a l t e r n a -  
t i v e s  s h o u l d  b e  t e s t e d  f o r  i t s / t h e i r  s e n s i t i v i t y  t o  these  
d i f f e r e n c e s .  I n  s u c h  a n a l y s i s  b o t h  t h e  a r r a y  o f  consequences  
a s s o c i a t e d  w i t h  each a l t e r n a t i v e  and t h e  o r d e r i n g  based  on 
t h e  v a r i o u s  v a l u e  s y s t e m s  s h o u l d  b e  p r e s e n t e d  t o  d e c i s i o n -  
makers. 

Each a p p r o a c h  h a s  b o t h  s t r e n g t h s  and l i m i t a t i o n s ,  b u t  
a l l  s h a r e  c e r t a i n  l i m i t a t i o n s .  One s u c h  l i m i t a t i o n  i s  unce r -  
t a i n t y  c a u s e d  by s u c h  t h i n g s  a s  v a r i a t i o n s  i n  a s s u m p t i o n s  and  
t h e  q u a l i t y  o f  i n f o r m a t i o n  o n  t h e  a l t e r n a t i v e s .  Because 
u n c e r t a i n t y  is  a l w a y s  p r e s e n t  i n  a n t i c i p a t i n g  f u t u r e  ou tcomes ,  
undue r e l i a n c e  s h o u l d  n o t  b e  p l a c e d  o n  small  d i f f e r e n c e s  i n  
o r d e r i n g ( s )  o f  a l t e r n a t i v e s .  The q u a n t i t a t i v e  a n a l y s i s  which  
h a s  been  discussed s h o u l d  b e  supp lemen ted  with a n  analysis o f  
nonmeasurable  c o n s e q u e n c e s .  A s e r i o u s  a t t e m p t  s h o u l d  b e  made 
t o  i n d i c a t e  t h e  s i g n i f i c a n c e  o f  nonmeasurab le  consequences .  

De te rmin ing  - t h e  impact  of c o n s t r a i n t s  

a c t u a l  and p o t e n t i a l  l e g a l ,  f i n a n c i a l ,  and  p o l i t i c a l  con- 
s t r a i n t s .  Programs and  p o l i c i e s  m u s t  o p e r a t e  w i t h i n  t h e  
framework of law. A l t e r n a t i v e s  which may appea r  t h e o r e t i c a l l y  
d e s i r a b l e  m u s t  a l s o  o p e r a t e  w i t h i n  t h e  law.  C o n s e q u e n t l y ,  
t h e  a l t e r n a t i v e s  c o n s i d e r e d  f o r  a d o p t i o n  m u s t  conform t o  t h i s  
f r amewor k . 

S p e c i a l  e f f o r t s  s h o u l d  b e  made t o  assess t h e  impact  o f  

I n  a d d i t i o n  t o  t h e s e  s o r t s  o f  c o n s t r a i n t s ,  t h e r e  a r e  
c o n s t r a i n t s  r e s u l t i n g  f rom c o n f l i c t  w i t h  o t h e r  o b j e c t i v e s .  
An example of s u c h  c o n s t r a i n t s  is t h e  c o n f l i c t  be tween e n v i -  
ronmen ta l  , t r a n s p o r t a t i o n ,  and  e n e r g y  o b j e c t i v e s .  

However, c o n s t r a i n t s  a r e  n o t  i n f l e x i b l e .  I f  d e c i s i o n -  
makers were c l e a r l y  aware  o f  t h e  p o t e n t i a l  o p p o r t u n i t i e s  f o r e -  
gone  r e s u l t i n g  from e x i s t i n g  c o n s t r a i n t s ,  t h o s e  c o n s t r a i n t s  
m i g h t  change .  

Dec i s ionmaker s  m u s t  c o n s i d e r  p o s s i b l e  p u b l i c  r e a c t i o n  
t o  a l t e r n a t i v e  p o l i c y  and  program o p t i o n s ,  s t r a t e g i e s  t h a t  
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m i g h t  i n c r e a s e  t h e i r  a c c e p t a b i l i t y ,  and w h a t  a d m i n i s t r a t i v e  
o r  o t h e r  o p e r a t i o n a l  b a r r i e r s  t o  imp lemen ta t ion  e x i s t .  The 
p rob lems  of i m p l e m e n t a t i o n  and o f  a c c e p t a b i l i t y  may, t o  some 
d e g r e e ,  be d e a l t  w i t h  i n  a n a l y s i s .  U s u a l l y ,  a s s i s t a n c e  c a n  
be p r o v i d e d  t o  d e c i s i o n m a k e r s  i n  i d e n t i f y i n g  t h e  "second o r  
t h i r d  b e s t "  a l t e r n a t i v e s  w h i c h  may have h i g h e r  p r o s p e c t s  f o r  
b e i n g  a c c e p t e d  o r  implemented.  

I t  h a s  been a rgued  t h a t  i f  a c c e p t a b i l i t y  c o n s i d e r a t i o n s  
a r e  a v o i d e d ,  t h e  a s s e s s m e n t  of a l t e r n a t i v e s  becomes more 
o b j e c t i v e ,  l e s s  p a r o c h i a l ,  and less t a i l o r e d  t o  f i t  p recon-  
c e i v e d  p o s i t i o n s .  On t h e  o t h e r  hand ,  i t  may be a rgued  t h a t  
i f  a c c e p t a b i l i t y  c o n s i d e r a t i o n s  a r e  n o t  i n c l u d e d ,  t h e  a n a l y s i s  
may p r o v e  t o  be i r r e l e v a n t .  

R e a s s e s s i n g t h e  ----- o r d e r i x s  of --- t h e  a l t e r n a t i v e s  

a r e  d e t e r m i n e d  w i t h i n  t h e  c o n t e x t  of t h e  f a c t o r s  and v a l u e s  
c o n s i d e r e d  t o  be i m p o r t a n t  d u r i n g  t h e  c o u r s e  o f  t h e  a n a l y s i s .  
The a s s u m p t i o n s  and v a l u e s  u n d e r l y i n g  t h e  v a r i o u s  o r d e r  i n g s  
of  t h e  a l t e r n a t i v e s  m u s t  be c l e a r l y  p r e s e n t e d  t o  d e c i s i o n -  
makers. F u r t h e r m o r e ,  even when t h e  a n a l y s t  t h i n k s  t h e  s t u d y  
is c o m p l e t e d ,  d e c i s i o n m a k e r s  may r a i s e  new i s sues ,  ask new 
q u e s t i o n s ,  request  f u r t h e r  s t u d y ,  and ask  f o r  a d d i t i o n a l  
c o m p a r i s o n s .  A s  t h e s e  r e q u e s t s  a r e  answered ,  t h e  o r d e r i n g s  
of a l t e r n a t i v e s  may s h i f t .  

O r d e r i n g s  of a l t e r n a t i v e s  a r e  a lways  p r o v i s i o n a l .  They 

Al though  a t t e m p t s  shou ld  be made t o  i n c l u d e  a s  many 
factors as p o s s i b l e ,  o t h e r  considerations properly affect t h e  
f i n a l  p o l i c y  and program c h o i c e s .  Some of  these c o n s i d e r a -  
t i o n s  may be c o m p l e t e l y  beyond t h e  a n a l y s t ' s  knowledge o r  
a b i l i t y  t o  e s t i m a t e ,  even  q u a l i t a t i v e l y ,  and be long  i n  t h e  
p r o v i n c e  of  t h e  d e c i s i o n m a k e r s '  judgments .  However, t h e  
a n a l y s t  s h o u l d  a t t e m p t  t o  unde r s t and  these c o n s i d e r a t i o n s  
and  t o  d e v i s e  s e n s i t i v i t y  a n a l y s e s  w h i c h  may h e l p  t o  s h a r p e n  
t h e  d e c i s i o n m a k e r s '  judgmknts .  A n a l y s t s  may even s u g g e s t  
new a l t e r n a t i v e s  w h i c h  b a l a n c e  ach ievemen t  of c o n f l i c t i n g  
o b j e c t i v e s  i n  ways n o t  p e r c e i v e d  when t h e  i n i t i a l  s e t  of 
a l t e r n a t i v e s  was deve loped  w i t h  t h e  d e c i s i o n m a k e r s ,  o r  t h e y  
may i d e n t i f y  a l t e r n a t i v e s  w h i c h  keep o p t i o n s  open o r  a v o i d  
i r r e v e r s i b l e  damage o r  r i s k .  Exper ienced  a n a l y s t s  w i l l  se l -  
dom a t t e m p t  t o  use a n  " o p t i m i z i n g "  t e c h n i q u e  f o r  t h i s  s o r t  
of communica t ion  w i t h  d e c i s i o n m a k e r s  because  many of t h e  
i m p o r t a n t  c o n s i d e r a t i o n s  a r e  n e i t h e r  s p e c i f i c  enough nor 
q u a n t i f i a b l e .  Both a n a l y s t s  and d e c i s i o n m a k e r s  m u s t  be 
s a t i s f i e d  w i t h  w h a t ,  i n  t h e i r  judgment ,  is a "good" b u t  n o t  
n e c e s s a r i l y  t h e  " t h e o r e t i c a l l y  b e s t "  a l t e r n a t i v e .  
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Checkina  c o m o l e t e n e s s  o f  t h e  a s s e s s m e n t  

Some of t h e  q u e s t i o n s  w h i c h  s h o u l d  be c o n s i d e r e d  i n  
p r e p a r i n g  an i n t e r p r e t i v e  summary of a p o l i c y  o r  program 
a s s e s s m e n t  a r e  c o n t a i n e d  i n  t h e  f o l l o w i n g  c h e c k l i s t :  

--Were t h e  r e a s o n s  f o r  t h e  s t u d y  found t o  be v a l i d ?  
Were t h e  cause,  s c o p e ,  and i n t e n s i t y  o f  t h e  o r i g i n a l  
problem o r  issue r e d e f i n e d  a s  p a r t  of t h e  s t u d y  o r  a s  
a r e s u l t  of t h e  s t u d y ?  Why d i d  i t  need a t t e n t i o n  a t  
t h i s  t i m e ?  Was f u l l  c o n s i d e r a t i o n  g i v e n  t o  t h e  e x -  
p r e s s e d  n e e d s  of  a l l  p o t e n t i a l  u s e r s  o f  t h e  s t u d y ?  

--Were t h e  o b j e c t i v e s  of  t h e  program o r  p o l i c y  e x p l i c i t l y  
s t a t e d  and v a l i d a t e d ?  Did t h e y  change d u r i n g  t h e  
c o u r s e  of t h e  assessment? I f  s o ,  why? 

--Were there  any p o t e n t i a l l y  i n t e r e s t i n g  a l t e r n a t i v e s  
e l i m i n a t e d  e a r l y  i n  t h e  a n a l y s i s ?  I f  s o ,  why? Under 
w h a t  c i r c u m s t a n c e s  migh t  t h e y  become a t t r a c t i v e ?  

--Were any s p e c i a l  p roblems,  e i t h e r  c o n c e p t u a l  or p r a c -  
t i c a l ,  e n c o u n t e r e d  i n  s p e c i f y i n g  an a d e q u a t e  s e t  of  
q u a n t i f i a b l e  measu res?  How r e a s o n a b l e  were t h e  d o l l a r  
v a l u e s  a t t r i b u t e d  t o  p h y s i c a l  measures, i f  t h a t  was 
done?  Were q u a l i t a t i v e  i n d i c a t o r s  p r o p e r l y  i d e n t i f i e d  
and used?  

--Do t h e  e f f e c t i v e n e s s  measures  a c c u r a t e l y  r e f l e c t  t h e  
d e g r e e  o f  a t t a i n m e n t  of  t h e  o b j e c t i v e s ?  Were t h e y  
c o n s i s t e n t l y  used among a l l  of t h e  a l t e r n a t i v e s ?  Is 
t h e  e f f e c t i v e n e s s  d a t a  r e l i a b l e ?  Has u n c e r t a i n t y  i n  
t h e  d a t a  been p r o p e r l y  c o n s i d e r e d ?  

--Were s i d e - e f f e c t s  and d i s t r i b u t i o n  c o n s i d e r a t i o n s  ade-  
q u a t e l y  c o n s i d e r e d ?  Are t h e r e  s i g n i f i c a n t  d i f f e r e n c e s  
among t h e  a l t e r n a t i v e s ?  

--Were a l l  of  t h e  c o s t  i m p l i c a t i o n s  c a p t u r e d ?  How r e l i -  
a b l e  a r e  t h e y ?  What is t h e  r a n g e  of u n c e r t a i n t y ?  

--To w h a t  a s s u m p t i o n s  o r  d a t a  is t h e  r a n k i n g  of t h e  
a l t e r n a t i v e s  s e n s i t i v e ?  Are t h e r e  any a c t i o n s  which 
can make t h e  l e a d i n g  a l t e r n a t i v e s  s i g n i f i c a n t l y  l e s s  
a f f e c t e d  by t h e  u n c e r t a i n t i e s ?  

--Are there  any s p e c i a l  p roblems connec ted  w i t h  g a i n i n g  
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g e n e r a l  a c c e p t a n c e  of t h e  a p p a r e n t l y  p r e f e r r e d  a l t e r -  
n a t i v e s ?  W i l l  imp lemen ta t ion  of  a n y  o f  t h e s e  pose 
p a r t i c u l a r  d i f f i c u l t i e s ?  

--Is i t  l i k e l y  t h a t  a d d i t i o n a l  i n f o r m a t i o n  a b o u t  t h e  
l e a d i n g  a l t e r n a t i v e s  would c h a n g e  t h e  r a n k i n g ?  H O W ,  
when, and  a t  what c o s t  c o u l d  t h i s  i n f o r m a t i o n  b e  ob- 
t a i n e d ?  Can t h e  p o l i c y  o r  program d e c i s i o n s  b e  h e l d  
open  w h i l e  new s t u d i e s ,  e v a l u a t i o n s ,  o r  r e s e a r c h  e f -  
f o r t s  a r e  comple t ed?  What  l ong- t e rm e v a l u a t i o n  o r  
r e s e a r c h  e f f o r t s  need t o  be i n i t i a t e d  t o  meet s imi l a r  
o r  r e l a t e d  p rob lems  i n  t h e  f u t u r e ?  
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CHAPTER 5 

PRACTICAL ASPECTS OF MANAGING AND PERFORMING STUDIES --- I------ 

P r e v i o u s  c h a p t e r s  have d i s c u s s e d  t h e  c o n c e p t u a l  a s p e c t s  
of a p p r a i s i n g  t h e  r e s u l t s  of p o l i c i e s  ana  p rograms  and o f  
a s s e s s i n g  a l t c r n a t i v e  s o l u t i o n s  t o  t h e  issues  r e l a t d  t o  
them. I n  d e c i d i n g  w h i c h  problems t o  s t u d y  and i n  c a r r y i n g  
o u t  a c t u a l  e v a l u a t i o n s  o r  a n a l y s e s ,  however,  c e r t a i n  p r a c t i c a l  
q u e s t i o n s  a r i s e  w h i c h  need t o  be a d d r e s s e d .  T h i s  c h a p t e r  
d i s c u s s e s  some of these p r a c t i c a l  a s p e c t s  and o f f e r s  sugges-  
t i o n s  f o r  c o p i n g  w i t h  t h e m .  T h e  l i s t  is n o t  e x t e n s i v e  b u t  
is i n d i c a t i v e  of t h e  v e r y  r e a l  p roblems f a c e d  i n  t h i s  t y p e  
of work 

FORMULATING AN AGENDA OF STUDIES - _I 

One of t h e  most  i m p o r t a n t  r e s p o n s i b i l i t i e s  f a c i n g  a n y  
manager of an  e v a l u a t i o n ,  a n a l y s i s ,  a u d i t ,  o r  o t h e r  program 
r e v i e w  s t a f f  is d e v e l o p i n g  an o v e r a l l  work p l a n  f o r  t h e  o rgan-  
i z a t i o n .  P l a n n i n g  a program of s t u d i e s  which w i l l  be of  m a x i -  
mum b e n e f i t  t o  d e c i s i o n m a k e r s  shou ld  i n v o l v e  two p r i n c i p a l  
t a s k s :  

- - I d e n t i f y i n g  problems o r  issues which a r e  e v o l v i n g  a s  
major a r eas  of c o n c e r n .  

- -Deciding which of t h e  many c a n d i d a t e  p rob lems  t h e  
o r g a n i z a t i o n  shou ld  commit i t s e l f  t o  s t u d y i n g .  

I d e n t i f v i n s  emercrina problems 

A c o n t r i b u t i o n  can  be made t o  r e s o u r c e  a l l o c a t i o n  d e c i -  
s i o n s  by r a i s i n g  problems and e x p l o r i n g  t h e i r  r a m i f i c a t i o n s  
i n  ' ' issue p a p e r s , "  These f o c u s  on problems w h i c h ,  t h e r e  is 
r e a s o n  t o  b e l i e v e ,  w i l l  become t h e  s u b j e c t  of a f u l l - s c a l e  
e v a l u a t i o n  o r  a n a l y s i s .  

T h e  a b i l i t y  t o  r e c o g n i z e  emerging problems f o r  issue 
p a p e r s  d e p e n d s  on e x p e r i e n c e  and good judgment .  Developing  
an issue paper  a l s o  r e q u i r e s  an u n d e r s t a n d i n g  of t h e  problem 
a r e a  and i t s  env i ronmen t .  

An issue paper  may f o l l o w  t h e  f o r m a t  and s t y l e  a p p r o p r i a t e  
t o  a f u l l - s c a l e  e v a l u a t i o n  o r  a n a l y s i s  b u t  is  l i m i t e d  t o  an 
assessment of what is known a b o u t  t h e  problem.  An issue paper  
c o u l d  be a s  s h o r t  a s  a f e w  p a r a g r a p h s  o r  l o n g  enough t o  cove r  
a l l  or a l m o s t  a l l  of t h e  p o i n t s  r e q u i r e d  i n  a f u l l  e v a l u a t i o n  
or  a n a l y s i s  b u t  w i t h o u t  t h e  s cope  o r  d e f i n i t i v e n e s s  of a 
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f i n i s h e d  s t u d y .  An i s sue  paper  s h o u l d  emphas ize  recommenda- 
t i o n s  on t h e  n a t u r e  of  f u r t h e r  s t u d y  e f f o r t s .  For example,  
w h e t h e r  t h e  problem s h o u l d  r e c e i v e  h i g h  p r i o r i t y  a t t e n t i o n  (and 
why) ,  whether  i t  shou ld  be  pu r sued  b u t  on a long- te rm b a s i s  
( and  why) ,  o r  whether  i t  s h o u l d  be abandoned ( and  why).  

- Dec id ing  which p rob lems  - t o  s t u d y  

Many p rob lems ,  programs,  and p o l i c y  issues a r e  i n  need 
of  s y s t e m a t i c  s t u d y .  Y e t ,  s c a r c e  s t a f f  r e s o u r c e s  need t o  be 
a l l o c a t e d  t o  t h e  most p r o d u c t i v e  p r o j e c t s .  

Issue p a p e r s  can  i d e n t i f y  p o l i c y  and program p rob lems  
wor th  e v a l u a t i n g  o r  a n a l y z i n g .  However, a complex s e r i e s  of  
judgments  is s t i l l  needed t o  s e l e c t  t h a t  p a r t i c u l a r  g r o u p  of  
problems w h i c h ,  i f  solved, would maximize the  a n t i c i p a t e d  
p a y o f f .  While  i t  is r e l a t i v e l y  e a s y  t o  l ist  t h e  f a c t o r s  i n -  
f l u e n c i n g  t h e s e  c h o i c e s ,  it is seldom f e a s i b l e  t o  a p p r a i s e  
a l l  o f  them i n  a f o r m a l  q u a n t i t a t i v e  f a s h i o n .  I n  some cases 
t h e r e  can be l i t t l e  more t h a n  an informed g u e s s  a b o u t  t h e  
p o t e n t i a l  u t i l i t y  , o f  a s t u d y .  

A s y s t e m a t i c  weighing  of  t h e  f o l l o w i n g  f a c t o r s  w i L l  be 
h e l p f u l .  

1. The  a n t i c i p a t e d  payof f  of s u c c e s s f u l  e v a l u a t i o n  o r  
a n a l y s i s .  

T h i s  payoff  can  take s e v e r a l  forms: an i n e f f e c t i v e  pro-  
gram c a n  be c a n c e l e d  and c o s t s  s a v e d ;  a mismanaged program 
can be r e shaped  w i t h  c o n s e q u e n t  improvements  i n  e f f e c t i v e n e s s ,  
r e d u c t i o n s  i n  c o s t s ,  o r  b o t h ;  o r  b e t t e r  a l t e r n a t i v e s  can  be  
s u b s t i t u t e d  f o r  c u r r e n t  programs and p o l i c i e s  w i t h  g a i n s  i n  
e f f e c t i v e n e s s ,  r e d u c t i o n s  i n  c o s t ,  or b o t h .  

2 .  The chance  of  t h e  s u c c e s s f u l  pe r fo rmance  of  a n  e v a l u a -  
t i o n  o r  a n a l y s i s .  

T h i s  judgment depends  on a b a s i c  u n d e r s t a n d i n g  of  t h e  fun-  
d a m e n t a l  c a u s a l  r e l a t i o n s h i p s ;  t h e  r e q u i r e m e n t s  f o r  a d d i t i o n a l  
i n f o r m a t i o n :  t h e  adequacy  of  c u r r e n t  a n a l y t i c a l  methods ;  t h e  
q u a l i t y  of  s t a f f ,  c o n s u l t a n t s ,  o r  c o n t r a c t o r s ;  and t h e  time 
and money a v a i l a b l e .  

3 .  The chance  t h a t  a p r e f e r r e d  c o u r s e  of  a c t i o n  can  
a c t u a l l y  be implemented.  
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T h i s  judgment  depends  upon such  t h i n g s  as n e w n e s s ,  
s i m p l i c i t y ,  v i s i b i l i t y ,  c’overage, and t i m e l i n e s s  o f  t h e  
p r e f e r r e d  course of a c t i o n .  

4 .  The need f o r  r e s o l v i n g  t h e  problem or issue. 

T h i s  need depends  on t h e  n a t u r e  and r e l a t i v e  i m p o r t a n c e  
of t h e  problem and t h e  time remain ing  b e f o r e  a m e a n i n g f u l  
d e c i s i o n  h a s  t o  be made. 

I 

5. The e s t i m a t e d  c o s t  of t h e  e v a l u a t i o n  o r  a n a l y s i s .  

BEGINNING A STUDY 

C e r t a i n  t a s k s  need t o  p recede  major  commitments of s t a f f  
and o ther  r e s o u r c e s .  These t a s k s  i n c l u d e  p r e p a r i n g  a s t u d y  
p l a n ,  o b t a i n i n g  n e c e s s a r y  ag reemen t s ,  s e l e c t i n g  t h e  s t u d y  
team, e s t a b l i s h i n g  l i n e s  of communicat ion,  and s e l e c t i n g  
a p p r o p r i a t e  methods.  

P r e p a r i n g  a d e t a i l e d  s t u d y  p l a n  - 
S u b s t a n t i a l  e f f o r t  shou ld  be devo ted  t o  d rawing  up a 

comprehens ive  and tho rough  s t u d y  p l a n  which w i l l  s e r v e  a s  a 
g u i d e  f o r  a l l  s u b s e q u e n t  work. A s t u d y  p l a n  t h a t  is t o o  
broad  i n  s c o p e  or l o o s e l y  s t a t e d  is  a l m o s t  c e r t a i n  t o  c rea te  
f a l s e  e x p e c t a t i o n s  f o r  some i n t e r e s t e d  g r o u p s .  C l e a r l y ,  t r a d e -  
o f f s  have  t o  be made between t h e  time d e v o t e d  t o  p l a n n i n g  
v e r s u s  d o i n g  a s t u d y  a n d ,  w i t h i n  t h e  p l a n n i n g  p e r i o d ,  between 
a d e t a i l e d  and a g e n e r a l  s t u d y  p l a n .  

As t h e  s t u d y  p r o g r e s s e s ,  it is  l i k e l y  t o  d e v i a t e  from 
o r i g i n a l  e x p e c t a t i o n s .  P e r h a p s ,  t h e  i s sue  t u r n s  o u t  t o  be  
d i f f e r e n t  from t h a t  o r i g i n a l l y  p o s t u l a t e d :  t h e  o b j e c t i v e s  may 
n o t  have  been s t a t e d  p r e c i s e l y  enough: a working a s s u m p t i o n  may 
n o t  p r o v e  v i a b l e ;  o t h e r  a l t e r n a t i v e s  t o  t h e  program emerge: new 
f a c t s  come t o  l i g h t ;  hoped f o r  d a t a  c a n n o t  be  o b t a i n e d :  and s o  
on .  All of t h e s e  deve lopments  c a l l  f o r  some m o d i f i c a t i o n  of  
t h e  s t u d y  p l a n .  Changes shou ld  be made, a s  a p p r o p r i a t e ,  t o  t h e  
s t u d y  p l a n .  

E s s e n t i a l  elements of the study plan would appear to be: 

--A c l e a r  s ta tement  of t h e  problem t o  be s t u d i e d ,  
q u e s t i o n s  t o  be answered ,  and d e c i s i o n s  t o  be  a f f e c t e d .  

--A c a r e f u l  l i s t i n g  of  c o n s t r a i n t s  and a s s u m p t i o n s .  

--A s t a t e m e n t  of methods t o  be used .  
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--A s p e c i f i c a t i o n  of t h e  r e s o u r c e s  t o  be committed ( i n -  
c l u d i n g  i d e n t i f i c a t i o n  of t h e  key s t a f f  members and 
any c o n t r a c t e d  t a s k s  r e q u i r e d ) .  

--The f r e q u e n c y ,  f o r m a t ,  and r e c i p i e n t s  of r e p o r t s .  

- -P rocedures  f o r  amending t h e  s t u d y  p l a n .  

--The t imef rame  f o r  t h e  major components of t h e  s t u d y  and 
t h e  f i n a l  d e a d l i n e .  

When a s t u d y  o r  a major p a r t  of it is  t o  be performed by 
c o n t r a c t ,  there  shou ld  be d i s c u s s i o n  and u n d e r s t a n d i n g  by t h e  
p a r t i e s  c o n c e r n i n g  t h e  e s s e n t i a l  e l e m e n t s  of t h e  study p l a n .  
T h i s  is l i k e l y  t o  r e q u i r e  l e n g t h y  d i a l o g u e  w i t h  t h e  d e c i s i o n -  
makers.  P e r s o n s  w i t h  o f f i c i a l  r e s p o n s i b i l i t y  f o r  t h e  p o l i c y  
or program and f o r  t h e  s t u d y  should  assess  f e a s i b i l i t y  and 
v a l i d i t y  of t h e  s t u d y  p l a n .  Any d i f f e r e n c e s  shou ld  be r e s o l v e d  
b e f o r e  t h e  s t u d y  b e g i n s .  S u b s t a n t i a l  time and e f f o r t  may be  
n e c e s s a r y  t o  a r r i v e  a t  a workable  u n d e r s t a n d i n g .  I n  t h e  case 
of c o n t r a c t  s t u d i e s ,  t h e  agency s t a f f  m u s t  be t e c h n i c a l l y  
compe ten t  t o  o v e r s e e  t h e  s t u d y  and m u s t  a l s o  be f a m i l i a r  w i t h  
t h e  v a r i o u s  r u l e s  on c o n t r a c t  management. 

S e l e c t i n g  t h e  s t u d y  team 

Most a n a l y s e s  o r  e v a l u a t i o n s  r e q u i r e  c o n t r i b u t i o n s  from 
s e v e r a l  key p e r s o n s .  For l a r g e  s t u d i e s ,  subteams f o r  p a r t i -  
c u l a r  a s p e c t s  may be r e q u i r e d .  As i n  any g roup  e f f o r t ,  some- 
one m u s t  be i n  c h a r g e  t o  (1) p r o v i d e  g u i d a n c e ,  ( 2 )  manage t h e  
work on a day-to-day b a s i s ,  ( 3 )  r e p o r t  t o  h i g h e r  a u t h o r i t y ,  
and ( 4 )  g e n e r a l l y  be r e s p o n s i b l e  f o r  meet ing t h e  te rms  of t h e  
s t u d y  p l a n .  

- - 

The c o o r d i n a t o r  o r  d i r e c t o r  shou ld  be e x p e r i e n c e d ,  w i t h  
a t e c h n i c a l l y  sound b u t  broad background,  an i n s t i n c t  f o r  
t h e  p r i n c i p a l  i s sues ,  and t h e  l e a d e r s h i p  a b i l i t i e s  t h a t  e l i c i t  
from t h e  team members t h e i r  b e s t  e f f o r t s .  I t  u s u a l l y  t u r n s  
o u t  t h a t  t h e  team c o o r d i n a t o r  or d i r e c t o r  w i l l  have t o  be 
p r i n c i p a l  e d i t o r  of t h e  f i n a l  r e p o r t - - s o  w r i t i n g  s k i l l  is 
n e c e s s a r y .  

A team s t u d y i n g  any complex p o l i c y  or program shou ld  
be composed of e x p e r i e n c e d  p e r s o n s  f r o n  v a r i o u s  d i s c i p l i n e s ,  
w i t h  t h e  s t a t u r e  r equ i r ed .  t o  o b t a i n  needed i n f o r m a t i o n  and 
a s s u r e  c r e d i b i l i t y  of t h e  s t u d y .  R e g a r d l e s s  of t h e i r  o r i g i n ,  
however,  a l l  s h o u l d  be made t o  f e e l  a s  coequa l  members of a n  
e x c i t i n g  i n t e l l e c t u a l  e x p e r i e n c e  and u s e f u l  endeavor .  
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One way t o  c r e a t e  such  an envi ronment - -a t  t h e  same t i m e  
a v o i d i n g  d u p l i c a t i o n  of e f f p r t - - i s  t o  have an i n i t i a l  b r i e f i n g  
on t h e  t e r m s  of t h e  s t u d y  p l a n  w i t h  a l l  team members. Impor- 
t a n t  a s p e c t s  s u c h  as  c o n c e p t s ,  a s s i g n m e n t s ,  s c h e d u l e s ,  b a s i c  
a s s u m p t i o n s ,  need f o r  p e r s o n a l  and agency c o o r d i n a t i o n ,  and 
r e p o r t i n g  r e q u i r e m e n t s  shou ld  be f u l l y  unde r s tood  and a g r e e d  
upon i n  advance .  P r o v i s i o n  shou ld  be made f o r  p e r i o d i c  b r i e f -  
i n g s  by each  s p e c i a l i s t  t o  t h e  team as a whole so t h a t  e v e r y o n e  
h a s  bo th  a g r a s p  of o v e r a l l  p r o g r e s s  and a chance t o  o f f e r  
f a c t s  or i n s i g h t s  on any a s p e c t  of t h e  s t u d y .  

I t  is o f t e n  h e l p f u l  t o  o b t a i n  r ev iews  by competent  and 
wide ly  r e c o g n i z e d  independen t  p r o f e s s i o n a l  a n a l y s t s  and 
e v a l u a t o r s  and e x p e r i e n c e d  program a d m i n i s t r a t o r s .  T h i s  
a d v i c e  adds  a seasoned  v i ewpo in t  which may improve t h e  t e c h -  
n i c a l  a s p e c t s  and may a s s i s t  t h e  s u p e r v i s o r  i n  a s s e s s i n g  t h e  
t e c h n i c a l  adequacy  of t h e  work of s t a f f  members t r a i n e d  i n  
d i f f e r e n t  d i s c i p l i n e s .  

E s t a b l i s h i n g  l i n e s  of communicat ion 

of c o n t a c t  among v a r i o u s  i n t e r e s t e d  g r o u p s  and u s e r s  of t h e  
s t u d y  s h o u l d  be d e s i g n a t e d .  T h i s  shou ld  i n s u r e  t h a t  communi- 
c a t i o n s  of a l l  k i n d s  f low q u i c k l y  and c l e a r l y  among t h e  g r o u p s  
h a v i n g  a major i n t e r e s t  i n  t h e  p r o g r e s s  of t h e  s t u d y .  Open 
communica t ions  p r o v i d e  t h e  b a s i s  f o r  a more comple te  a s s e s s m e n t  
or a p p r a i s a l  and a c l i m a t e  i n  which recommended changes  a r e  
more l i k e l y  t o  be a c c e p t e d  and implemented. 

I f  t h e  s t u d y  e f f o r t  is s u f f i c i e n t l y  l a r g e ,  o f f i c i a l  p o i n t s  

S e l e c t i n g  a p p r o p r i a t e  methods 

A n a l y t i c a l  methods w h i c h  y i e l d  v a l i d  and ( h o p e f u l l y )  
u n e q u i v o c a l  r e s u l t s  shou ld  be used.  However, t h e  method must 
a l so  s a t i s f y  t h e  c o n s t r a i n t s  of time, money, and da ta  p e c u l i a r  
t o  t h e  s t u d y .  I f  t h e  c o n s t r a i n t s  imposed a r e  so r i g i d  t h a t  
t h e  s t u d y  would be compel led  t o  use  methods judged  t o  be 
a n a l y t i c a l l y  i n a p p r o p r i a t e ,  t h e  s t u d y  shou ld  be u n d e r t a k e n  
o n l y  a f t e r  f u l l y  in fo rming  r e s p o n s i b l e  a u t h o r i t i e s  of t h e  r i s k  
t h a t  r e l i a b l e  c o n c l u s i o n s  and recommendations a r e  n o t  l i k e l y .  

No p a r t i c u l a r  approach  or t e c h n i q u e  is i n h e r e n t l y  t h e  
a p p r o p r i a t e  one.  I n  p r a c t i c e ,  t h e r e  a r e  t o o  many a t t e m p t s  
t o  mold t h e  p o l i c y  o r  program issue t o  f i t  a s p e c i f i c  t e c h -  
n i q u e .  T h i s  s h o u l d  be avoided .  For a s p e c i f i c  s t u d y ,  v a r i o u s  
a p p r o a c h e s ,  e a c h  hav ing  its own p a r t i c u l a r  l o g i c  s h o u l d  be 
c o n s i d e r e d .  U s u a l l y ,  a b lend  of methods and t e c h n i q u e s  w i l l  
be r e q u i r e d  t o  p r o v i d e  i n s i g h t s  i n t o  t h e  f u l l  consequenses  

35 



of t h e  v a r i o u s  a l t e r n a t i v e s ,  Reasons f o r  s e l e c t i n g  a p a r t i c -  
u l a r  a p p r o a c h  O r  b l end  of  approaches  s h o u l d  be c l e a r l y  s t a t e d  
so o t h e r s  can  u n d e r s t a n d  t h e  r a t i o n a l e  f o r  t h e  p a r t i c u l a r  
c h o i c e .  

Wia teve r  a p p r o a c h e s  and methods a r e  s e l e c t e d ,  t h e y  s h o u l d  
s a t i s f y  t h e  f o l l o w i n g  c r i t e r i a :  

1. Val id i ty- -how much c o n f i d e n c e  is t h e r e  t h a t  t h e  
r e s u l t s  can  be a c t u a l l y  used?  

2 .  Re levance- -are  t'he r e s u l t s  u s e f u l  t o  d e c i s i o n -  
makers?  W i l l  t h e  method be u s e d  ( s u c h  a s  a mcde l )  
t o  answer a e c i s i o n m a k e r s '  q u e s t i o n s ?  

3 .  S i g n i f i c a n c e - - w i l l  t h e  r e s u l t s  g o  beyond what i s  
a p p a r e n t  from d i r e c t ,  o b s e r v a t i o n ?  ' W i l l  t h e  
r e s u l t s  t e l l  t h e  d e c i s i o n m a k e r  someth ing  new and 
i m p o r t a n t ?  

4 .  E f f i c i e n c y - - d o e s  t h e  v a l u e  of t h e  i n s i g h t s  exceed 
t h e  c o s t  of  u s i n g  t h e  approach?  

5 .  T i m e l i n e s s - - w i l l  t h e  a n a l y t i c a l  i n f o r m a t i o n  be 
a v a i l a b l e  i n  time t o  meet a management o r  legis- 
l a t i v e  d e c i s i o n  p o i n t  s u c h  a s  renewal  of e x p i r i n g  
l e g i s l a t i o n ?  

Model ing and s t a t i s t i c a l  i n f e r e n c e  a r e  two r e l a t e d  methods 
w h i c h  a r e  p a r t i c u l a r l y  u s e f u l  and a r e  f r e q u e n t l y  u s e d  by 
e v a l u a t o r s  and a n a l y s t s .  

A model is an a b s t r a c t i o n  from or  a r e p r e s e n t a t i o n  of  
t h e  key e lements  i n  some r e a l  s y s t e m .  I f  t h e  key elements and 
t h e i r  r e l a t i o n s h i p s  a r e  a d e q u a t e l y  s p e c i f i e d ,  r e l e v a n t ,  and 
v a l i d ,  a model can p r e d i c t  t h e  consequences  of u n t r i e d  a l t e r -  
n a t i v e s  and v a r i a t i o n s  i n  a a t a  and a s s u m p t i o n s .  

S t a t i s t i c a l  i n f e r e n c e  t e c h n i q u e s  a r e  w i d e l y  used t o  
a n a l y z e  d a t a  o b t a i n e d  from t h e  v a r i o u s  c o l l e c t i o n  i n s t r u m e n t s  
and a n a l y t i c 9 1  models .  However, c o n d i t i o n s  and a s s u m p t i o n s  
u n d e r l y i n g  t h e s e  methods m u s t  be s a t i s f i e d  i f  t h e  method is 
t o  be used .  M i s t a k e s  can  o c c u r ,  f o r  example ,  i f  p repackaged  
computer  programs a r e  used w i t h o u t  u n d e r s t a n d i n g  t h e  assump- 
t i o n s  and c o n d i t i o n s .  
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CONDUCTING A STUDY -------- 
I n  t h e  performance of any eva lua t ion  or a n a l y s i s ,  

p r a c t i c a l  d e c i s i o n s  of many types  m u s t  be made, and p r a c t i c a l  
problems a r e  f r e q u e n t l y  encountered.  Some of t h e  most common 
ones a r e  d i scussed  here .  

Co l l ec t ing  I r e l e v a n t  d a t a  - -- 
I n  performing s t u d i e s ,  t h e r e  is o f t e n  a temptation t o  

c o l l e c t  a l l  of t h e  in format ion  w h i c h  m i g h t  be of use. W h i l e  
every p iece  of information may have scme value i n  the  r i g h t  
place, is it r e l e v a n t  and worth what i t  c o s t s  t o  acqu i r e  i t ?  
Ques t ions  w h i c h  should be c o n t i n u a l l y  appl ied t o  any d a t a  
c o l l e c t i o n  e f f o r t  a r e :  

--Exactly what ques t ion  is t h i s  p iece  of d a t a  intended 
t o  answer? 

--What a n a l y t i c  model demands i t ?  

--What c a l c u l a t i o n  cannot  be done without i t? 

Tes t ing  _I_ t h e  r e l i a b i l i t y  of -- d a t a  

A n  a t tempt  should be made t o  e s t ima te  whether da t a  is 
reasonable  a t  t he  time i t  is  f i r s t  generated:  i . e . ,  how does 
t h i s  new p iece  of d a t a  square w i t h  every th ing  e l s e  t h a t  is 
known or can be deduced r e l a t i n g  t o  i t? T h i s  is e s p e c i a l l y  
important when complex c a l c u l a t i o n s  a r e  involved. How does 
the  answer compare w i t h  rough c a l c u l a t i o n s ?  The e x e r c i s e  of 
making rough c a l c u l a t i o n s  f r e q u e n t l y  g ives  the s t a f f  member 
new i n s i g h t s  i n t o  the  d a t a .  

There a r e  numbers of one kind or  another which a r e  widely 
publ ished.  Everyone seems t o  use them unquest ioningly.  How- 
e v e r ,  a c a r e f u l  a n a l y s i s  has o f t e n  demonstrated t h a t  some d a t a  
has a d i f f e r e n t  i n t e r p r e t a t i o n  than what is commonly supposed. 

Occas iona l ly ,  an a t tempt  may be made t o  withhold in fo r -  
mation. I t  is not  uncommon t o  hear t h a t  d a t a  

--is too hard t o  assemble,  

--does not  e x i s t  i n  t h e  form wanted, 

--is only a working paper ,  or 

--is p r i v i l e g e d .  
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When faced  w i t h  t h i s  .type of s i t u a t i o n ,  t h e  a n a l y s t  
should  (1) cons ide r  t h e  v a l u e  of t h e  i n fo rma t ion  t o  t h e  s t u d y ,  
( 2 )  a t t e m p t  t o  o b t a i n  a r e l e a s e  of t h e  a p p r o p r i a t e  i n fo rma t ion  
i f  needed, and ( 3 )  propose t o  t h e  s t u d y  c o o r d i n a t o r  t h a t  a 
formal  r e q u e s t  be s e n t  f o r  t h e  needed i n f o r m a t i o n .  I n  some 
cases, e s s e n t i a l  d a t a  w i l l  have t o  be " c o n s t r u c t e d "  or 
" e x t r a c t e d "  from secondary sources .  

F r e q u e n t l y ,  d a t a  c o l l e c t e d  from d i f f e r e n t  s o u r c e s  abou t  
t h e  same s u b j e c t  ma t t e r  w i l l  be i n  a p p a r e n t  c o n f l i c t .  T h e  
f i r s t  p r a c t i c a l  s t e p  i n  g e t t i n g  t h e  r i g h t  d a t a  i s  t o  recon- 
c i l e  t h e  a p p a r e n t  c o n f l i c t i n g  i n t e r p r e t a t i o n s  of t h e  d a t a .  
An a p p r o p r i a t e  q u e s t i o n  may be: Are t h e y  t r u l y  two d i f f e r e n t  
s e t s  of v a l u e s  d e s c r i b i n g  e x a c t l y  t h e  same e v e n t  or s i t u a t i o n ?  
A second s t e p  would be t o  examine how t h e  d a t a  was d e r i v e d .  
The  a p p a r e n t  c o n f l i c t  may be a s imple  f u n c t i o n  of t h e  d a t a  
c o l l e c t i o n  methodology. Af t e r  these p rocedures  have been 
employed, i t  may be a p p r o p r i a t e  t o  use an a n a l y t i c a l  t echnique  
t o  de t e rmine  t h e  s i g n i f i c a n c e  of t h e  d i f f e r e n c e s .  A d d i t i o n a l  
a s s u r a n c e s  may be ob ta ined  by having d a t a  reviewed by e x p e r t s  
i n  t h e  f i e l d .  

P r o t e c t i n a  t h e  c o n f i d e n t i a l i t v  of 
i n f o r m a t i o n  abou t  i n d i v i d u a l s  --- 

I t  is o f t e n  necessa ry  i n  e v a l u a t i o n  and a n a l y s i s  t o  
c o l l e c t  d a t a  about  i n d i v i d u a l s .  I n  most r e s e a r c h  invo lv ing  
human s u b j e c t s  t h e r e  has b e e n  a f i r m  commi tmen t  t o  p r o t e c t  t h e  
c o n f i d e n t i a l i t y  of pe r sona l  d a t a .  I t  is  impor t an t  t o  make. 
c e r t a i n  t h a t  d a t a  on i n d i v i d u a l s  is no t  p e r s o n a l l y  i d e n t i f i a b l e  
i n  t h e  s t u d y  o r  i n  unsecure f i l e s .  I f  i t  is n e c e s s a r y  t o  
o b t a i n  in fo rma t ion  from t h e  same i n d i v i d u a l s  i n  subsequent  
time p e r i o d s ,  s p e c i a l  c o n t r o l s  and p rocedures  should  be 
r e q u i r e d  t o  a s s u r e  t h a t  s y s t e m s  of  r e c o r d s  do n o t  d i s c l o s e  
i n d i v i d u a l l y  i d e n t i f i a b l e  d a t a .  

Fede ra l  a g e n c i e s  and some Fede ra l  c o n t r a c t o r s  a r e  r e q u i r e -  
ed t o  comply, where a p p l i c a b l e ,  w i t h  a l l  p r o v i s i o n s  of t h e  
P r ivacy  Act of 1974 t o  p r o t e c t  t h e  c o n f i d e n t i a l i t y  of i n d i v i d -  
u a l l y  i d e n t i f i a b l e  d a t a .  These p r o v i s i o n s  i n c l u d e  

- -publ ic  d i s c l o s u r e  of t h e  f a c t  t h a t  an agency m a i n t a i n s  
a s y s t e m  of r e c o r d s  about  i n d i v i d u a l s ,  

- - s t r i c t l y  e n f o r c e a b l e  procedures  f o r  a s s u r i n g  t h a t  
i n d i v i d u a l s  have a c c e s s  t o  t h e i r  r e c o r d s  and t h e  oppor- 
t u n i t y  t o  c o r r e c t  them, 
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- - c o n t r o l s  on d i s c l o s u r e  o f  i n d i v i d u a l s '  i d e n t i f i a b l e  
d a t a ,  and  

- - a d m i n i s t r a t i v e ,  t e c h n i c a l ,  and p h y s i c a l  s a f e g u a r d s  
t o  p r e v e n t  u n a u t h o r i z e d  access  t o  s u c h  d a t a .  

I n  p l a n n i n g  a s t u d y ,  ca re  s h o u l d  be t a k e n  t o  r e q u i r e  
i n d i v i d u a l  i d e n t i f i a b l e  i n f o r m a t i o n  t o  be  c o l l e c t e d  o n l y  
when no o the r  a p p r o a c h  c a n  e n a b l e  t h e  issue t o  be v a l i d l y  
s t u d i e d .  When s u c h  d a t a  is c o l l e c t e d ,  i t  m u s t  be p r o p e r l y  
p r o t e c t e d .  

Documen t ina  a n d  r e f e r e n c i n a  

Documen t ing  a p p r a i s a l s  of r e s u l t s  and a s s e s s m e n t s  o f  
a l t e r n a t i v e s  is i m p o r t a n t .  T h e  d o c u m e n t a t i o n  s h o u l d  be 
s u f f i c i e n t  s o  t h a t  a n o t h e r  i n d i v i d u a l  o r  team i n v o l v e d  i n  
r e v i e w i n g  t h e  p o l i c y  or  p r o g r a m ,  by  r e v i e w i n g  t h e  documen ta -  
t i o n ,  c o u l d  f o l l o w  t h e  a n a l y s i s  a n d ,  a s  n e e d e d ,  r e c o n s t r u c t  
p a r t s  of it or use it  i n  a n o t h e r  s t u d y .  Bas ic  a s s u m p t i o n s  
s h o u l d  b e  c l e a r l y  i d e n t i f i e d  and  r e c o r d e d .  'The r a t i o n a l e  
fo r  u s i n g  d i r e c t  o r  s u r r o g a t e  m e a s u r e s  s h o u l d  b e  s t a t e d  
e x p l i c i t l y .  Ora l  i n t e r v i e w s  s h o u l d  be summar ized  i n  w r i t i n g ,  
d a t e d ,  and  f i l e d .  O r i g i n a l  d o c u m e n t s  s h o u l d  be r e t a i n e d .  
Complete f i l e s  of r e l e v a n t  raw d a t a  and work p a p e r s  s h o u l d  
b e  kep t  a n d  f i l e d  so  t h a t  t h e y  c a n  be r e t r i e v e d  e a s i l y  f o r  
r e v i e w .  I n f o r m a t i o n  w h i c h  c a n n o t  be r e a d i l y  f i l e d  s h o u l d  
b e  a d e q u a t e l y  d e s c r i b e d  and  r e f e r e n c e d  i n  t h e  f i l e s .  

T h e  s t u d y  team s h o u l d  d e s i g n ,  use ,  and s a v e  w o r k  p a p e r s .  
Well d e s i g n e d ,  c l e a r l y  l a b e l e d ,  and  f u l l y  l e g i b l e  work p a p e r s  
o f f e r  a n  i m p o r t a n t  i n s u r a n c e  p o l i c y  t o  t h e  s t u d y  team. The 
w o r k  p a p e r s  c o n s t i t u t e  t h e  e v i d e n c e  g a t h e r e d .  A r e v i e w  of 
t h e  work p a p e r s  w i l l  show w h e t h e r  t h e  s t u d y  team h a s  b e e n  
t h o r o u g h  o r  w h e t h e r  t h e y  may h a v e  o v e r l o o k e d  a n  i m p o r t a n t  f a c t  
or e l e m e n t  o f  a problem and t h a t  a l l  s i m i l a r  e l e m e n t s  o f  t h e  
a n a l y s i s  or e v a l u a t i o n  h a v e  b e e n  t r e a t e d  c o n s i s t e n t l y .  The  
work p a p e r s  shou1.d be c h e c k e d  a g a i n s t  t h e  s t u d y  p l a n  t o  a s s u r e  
t h a t  t h e  p l a n  was c a r r i e d  o u t  o r  t h a t  c h a n g e s  a r e  f u l l y  ex- 
p l a i n e d .  D e v e l o p i n g  t h e  t o t a l  c o s t s  of e a c h  o f  a s e r i e s  of 
a l t e r n a t i v e s  is a n  o u t s t a n d i n g  example o f  t h e  need  f o r ,  and  
u s e f u l n e s s  o f ,  a c a r e f u l l y  d e s i g n e d  and c l e a r l y  l a b e l e d  s e t  
of w o r k s h e e t s .  W i t h o u t  t h e m ,  t h e  c h a n c e s  o f  m i s s i n g  a n  impor- 
t a n t  c o s t  e l e m e n t ,  i n c o r r e c t l y  c a l c u l a t i n g  an  i n t e r m e d i a t e  
r e s u l t ,  or c o s t i n g  t h e  c o m p e t i n g  a l t e r n a t i v e s  i n c o n s i s t e n t l y  
a r e  s u b s t a n t i a l .  

Work papers  s h o u l d  be d a t e d  and s i g n e d  s o  t h a t  a c l e a r  
t r a i l  is  e s t a b l i s h e d  as  t o  who d i d  w h a t  and when. The bes t  
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way t o  t i e  it  a l l  t o g e t h e r ' i s  t o  f i l e ,  w i t h  workpape r s ,  one 
copy of  t h e  f i n a l  r e p o r t  w h i c h  is c r o s s  r e f e r e n c e d  t o  s i g n i f i -  
c an t  s e c t i o n s  of  t h e  workpape r s .  

Adher i n q _ t o  time s c h e d u l e s  

d e l a y s ,  and t h e  time s c h e d u l e  shou ld  a l l o w  f o r  u n f o r e s e e n  
d e l a y s .  lvlost complex t a s k s  a r e  h a r d e r  t h a n  o r i g i n a l l y  a n t i -  
c i p a t e d  and ,  t h e r e f o r e ,  t a k e  longe r  t h a n  e s t i m a t e d .  I n  complex 
s t u d i e s ,  d e t a i l e d  s c h e d u l e s  f o r  component p a r t s  may be neces- 
s a r y .  A p r o p o s a l  to expand t h e  scope  of  t h e  s t u d y  o r  t o  do  
more work i n  o r d e r  t o  s h a r p e n  t h e  r e s u l t s  shou ld  be c a r e f u l l y  
j u s t i f i e d ,  p a r t i c u l a r l y  i f  i t  i n v o l v e s  r i s k  of  d e l a y  i n  t h e  
s c h e d u l e .  

------ 
E f f o r t  s h o u l d  be made t o  a n t i c i p a t e  some of t h e  p o s s i b l e  

Leadina  and  c o o r d i n a t i n a  t h e  s t u d y  team 

I t  is e s s e n t i a l  t o  maximize t h e  i n t e r a c t i o n  among t h e  
s t u d y  team members. P h y s i c a l  a r r angemen t s  w h i c h  i n h i b i t  
t h i s  s h o u l d  be a v o i d e d  o r  m o d i f i e d  i f  a t  a l l  p o s s i b l e .  When 
g a t h e r i n g  t h e  f i r s t  l ist  of a l t e r n a t i v e s  o r  h y p o t h e s e s ,  b r a i n  
s t o r m i n g  is e x t r e m e l y  u s e f u l .  

T h e  c o o r d i n a t o r  s h o u l d  t a k e  e v e r y  p r a c t i c a b l e  s t e p  t o  
i n s u r e  e a s y  a c c e s s  t o  t h e  d e c i s i o n m a k e r s  who e x p e c t  t o  u s e  
t h e  a n a l y s i s  o r  e v a l u a t i o n .  A c o n t i n u i n g  ( b u t  n o t  n e c e s s a r i l y  
c o n t i n u o u s )  d i a l o g u e  s h o u l d  h e l p  t o  make t h e  p r o d u c t s  u s e f u l  
and wel l  a c c e p t e d .  The  c o o r d i n a t o r  a l s o  needs  t o  impress  on 
t h e  team t h e  impor t ance  of m a i n t a i n i n g  a n  open ,  h o n e s t ,  and 
a m i c a b l e  r e l a t i o n s h i p  w i t h  t h e  p e r s o n n e l  of  t h e  p r o g r a n  under  
a n a l y s i s  o r  e v a l u a t i o n .  I t  is a l l  t o o  e a s y  f o r  program p e o p l e  
t o  f r u s t r a t e  a s t u d y  i f  t h e y  h a v e  been a n t a g o n i z e d  o r  h u r t .  

Usina comDuter-based models  

For most  l a r g e - s c a l e ,  b u t  r o u t i n e ,  q u a n t i t a t i v e  manipula-  
t i o n s  ( s t a t i s t i c a l  a n a l y s i s ,  l i n e a r  programing,  e t c . )  good 
"canned" programs a r e  a v a i l a b l e  and shou ld  be used .  When a 
program o r  problem h a s  many complex i n t e r r e l a t i o n s h i p s ,  how- 
e v e r ,  and t h e  e f f e c t s  of a l t e r i n g  t h e  a s sumpt ions  or d a t a  a r e  
n o t  o b v i o u s ,  a s p e c i a l l y  d e s i g n e d ,  computer-based model may 
f a c i l i t a t e  t h e  s t u d y .  I n  s u c h  c a s e s ,  c r e a t i v e  computer pro-  
g r a m e r s  a r e  e x t r e m e l y  v a l u a b l e .  

T h e  s t r u c t u r e  and o p e r a t i o n  of any model shou ld  be r e a -  
s o n a b l y  a p p a r e n t  t o  d e c i s i o n m a k e r s  who want t o  u s e  t h e  s t u d y :  
i t s  o u t p u t  and work ings  m u s t  be r e a d i l y  u n d e r s t a n d a b l e  t o  
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t h e m .  U s u a l l y ,  t h i s  c a n  be accompl ished  by c a r e f u l l y  d i a -  
graming t h e  components  o f e t h e  model and e x p l a i n i n g  how e a c h  
component o p e r a t e s  and i n t e r a c t s  w i t h  t h e  o t h e r s .  Use r s  of 
t h e  s t u d y  w i l l  n o r m a l l y  a c c e p t  t h e  c o m p u t a t i o n a l  competence 
of t h e  model i f  t h e  l o g i c  makes sense t o  them and t h e y  have 
c o n f i d e n c e  i n  t h e  s t u d y  team. 

COMMUNICATING STUDY RESULTS 

Many p e r s o n s  d o i n g  s t u d i e s  f a i l  t o  u n d e r s t a n d  t h a t  do ing  
a good p i e c e  of  work is n e c e s s a r y  b u t  h a r d l y  s u f f i c i e n t  f o r  
b r i n g i n g  a b o u t  a f a v o r a b l e  change i n  t h e  wor ld .  A t  l e a s t  
two major  s t e p s  beyond s u c c e s s f u l  c o m p l e t i o n  of a s t u d y  a r e  
r e q u i r e d :  t h e  r e s u l t s  m u s t  be c l e a r l y ,  c o n c i s e l y ,  and co- 
g e n t l y  communicated t o  a l l  t h o s e  a f f e c t e d  and a p o l i c y  o r  
program d e c i s i o n  must  be made w h i c h  r e s u l t s  i n  some k i n d  of  
a c t  ion .  

S p e c i f y i n g  t h e  n a t u r e  - of  r e p o r t s  - - - 
T h e r e  a r e  th ree  g e n e r a l  c l a s ses  of problems i n v o l v e d  i n  

r e p o r t i n g  a p p r a i s a l s  of  r e s u l t s  and assessments of a l t e r n a -  
t i v e s :  ( 1 )  t o  whom r e p o r t s  shou ld  be made, ( 2 )  when r e p o r t s  
s h o u l d  be made, and ( 3 )  what s t y l e  ana c o n t e n t  c h a r a c t e r i z e s  
good r e p o r t s .  Each new s t u d y  w i l l  s u g g e s t  i ts own i n d i v i d u a l  
r e q u i r e m e n t s  and s h o u l d  be made a m a t t e r  o f  r e c o r d  i n  t h e  
a g r e e d  work p l a n  adop ted  b e f o r e  each  s t u d y  is begun. A few 
g e n e r a l  g u i d e l i n e s  c a n ,  however ,  be s e t  down. 

O b v i o u s l y ,  t h e  f i n a l  r e p o r t  shou ld  be a d d r e s s e d  t o  t h o s e  
who a r e  i n  a p o s i t i o n  t o  t ake  a p p r o p r i a t e  a c t i o n - - o r  t o  a s s u r e  
t h a t  i t  is t a k e n  by o t h e r s .  U n l e s s  s p e c i a l  c o n s i d e r a t i o n s  
d i c t a t e  o t h e r w i s e  ( e . g . ,  s e c u r i t y  p r o b l e m s ) ,  r e p o r t s  s h o u l d  
r o u t i n e l y  go  f i r s t  t o  t h e  team s u p e r v i s o r  and o t h e r s  a s  needed 
t o  i n s u r e  t h a t  t h e y  meet t h e  o r g a n i z a t i o n ' s  p r o f e s s i o n a l  s t a n d -  
a r d s .  Even p r o f e s s i o n a l l y  sound s t u d i e s ,  however ,  may r e s u l t  
i n  d i s a g r e e m e n t s  w i t h  t h e  managers  of t h e  programs b e i n g  
s t u d i e d .  I n  t h e s e  cases,  t h e  s t u d y  team s h o u l d  r e d u c e  t h e  
number of  a r e a s  of  d i s a g r e e m e n t ;  and ,  where t hese  c o n t i n u e  t o  
e x i s t ,  t h e  issues s h o u l d  be s u b s t a n t i a l  and c l e a r l y  d e f i n e d .  
Al though d e c i s i o n m a k e r s  w a i t i n g  t o  use t h e  r e p o r t  s h o u l d  be 
k e p t  informed of key f i n d i n g s ,  i t  w i l l  i n  t h e  end s e r v e  them 
b e s t  i f  t h e  r e v i e w  p r o c e s s  i s  comple t e  b e f o r e  t h e  f i n a l  r e p o r t  
g o e s  t o  them. 

No r e p o r t ,  o t h e r  t h a n  t h e  f i n a l  v e r s i o n ,  s h o u l d  be d i s t r i -  
bu ted  beyond t h o s e  ment ioned  above w i t h o u t  t h e i r  c o n c u r r e n c e .  
U n a u t h o r i z e d  r e l e a s e  of p r e l i m i n a r y ,  d r a f t ,  i n t e r i m ,  o r  p a r t i a l  
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r e p o r t s  c a n  b e  h a r m f u l  b e c a u s e ,  f r e q u e n t l y ,  e r r o n e o u s  i n f o r -  
m a t i o n ,  e v e n  though  c o r r e c t e d  l a t e r ,  becomes wide ly  d i f f u s e d  
and becomes a s o u r c e  of f u r t h e r  e r r o r  and c o n f u s i o n .  P u b l i c l y  
a v a i l a b l e  r e p o r t s  s h o u l d  be f r e e  o f  s u c h  e r r o r s .  

I n  p l a n n i n g  t h e  s t u d y ,  s u f f i c i e n t  time s h o u l d  be a l lowed  
f o r  w r i t i n g  t h e  f i n a l  d r a f t  r e p o r t ,  g a t h e r i n g  i q m m e n t s ,  e d i t -  
i n g ,  and s e c u r i n g  the n e c e s s a r y  a p p r o v a l s .  T h e  r e p o r t  w r i t -  
e r s ,  i n  t u r n ,  have  a n  o b l i g a t i o n  t o  c o m p l e t e  t h e  r e p o r t  w i t h i n  
t h e  s c h e d u l e d  time. R e p o r t  o u t l i n e s  s h o u l d  b e  p r e p a r e d  e a r l y .  
They c a n  p r o v i d e  i n d i c a t i o n s  o f  t h e  most  c r i t i c a l  d a t a  g a t h e r -  
i n g  and i n t e r p r e t a t i o n  t a s k s  y e t  t o  b e  comple ted  i n  o r d e r  t o  
have  a u s e f u l  and  t i m e l y  r e p o r t .  Decision p o i n t s  come and g o  
r e l e n t l e s s l y ,  and  a p o t e n t i a l l y  good,  d e c i s i o n - a f f e c t i n g  r e p o r t  
may l o s e  much o f  i t s  v a l u e  b e c a u s e  i t  was n o t  a v a i l a b l e  when 
needed.  

Communicating w i t h  c l a r i t y  and c o n c i s e n e s s  
---__I_- - --- 

W r i t i n g  a good r e p o r t  i s  a n  a r t ,  and t h e  r e q u i r e d  s k i l l s  
a r e  p r o b a b l y  a s  s c a r c e  a s  t h o s e  n e c e s s a r y  f o r  e v a l u a t i o n  and 
a n a l y s i s .  T h e  s o l u t i o n  i s  t o  i n s i s t  t h a t  s t a f f  members work 
a t  l e a r n i n g  t o  w r i t e  w e l l .  One h e l p f u l  s t e p  i s  t o  p r o v i d e  
s t a f f  members w i t h  s p e c i f i c  g u i d a n c e ,  s u c h  a s  a good s t y l e  
manual ,  and i n s i s t  t h a t  t h e y  s t u d y  and u s e  i t  a s  p a r t  o f  
t h e i r  r e g u l a r  d u t i e s .  I n  a d d i t i o n ,  someone on t h e  s t a f f  c a n  
s e r v e  a s  r e s i d e n t  e d i t o r .  I t  i s  f r e q u e n t l y  h e l p f u l  t o  have  
a s k i l l e d  t e c h n i c a l  e d i t o r  o r  w r i t e r  j o i n  t h e  team when t h e  
r e p o r t  i s  b e i n g  w r i t t e n .  A l l  s i g n i f i c a n t  a l t e r a t i o n s  s h o u l d  
be d i s c u s s e d  w i t h  t h e  a u t h o r :  n o t  o n l y  t o  i n s u r e  a c c u r a c y ,  
b u t  a l s o  t o  a s s i s t  t h e  a u t h o r  i n  l e a r n i n g  t o  w r i t e  s h o r t e r  
and  more t r e n c h a n t  r e p o r t s .  

S t u d y  r e p o r t s  a r e  t y p i c a l l y  d i r e c t e d  a t  a r e a d e r  l a c k i n g  
r e l e v a n t  t e c h n i c a l  t r a i n i n g .  T h e r e f o r e ,  t h e  main body o f  t h e  
r e p o r t  s h o u l d  be  w r i t t e n  so  t h a t  i t  i s  r e a d i l y  comprehens ib l e  
t o  t h e  n o n p r o f e s s i o n a l  r e a d e r .  However, m a t e r i a l  i n c l u d e d  i n  
t h e  r e p o r t  s h o u l d  be  s u f f i c i e n t  s o  t h a t  a r e a d e r  c a n  u n d e r s t a n d  
t h ?  a r g u m e n t s  i n  s u p p o r t  o f  t h e  c o n c l u s i o n .  J a r g o n  s h o u l d  be 
k e p t  t o  a m i n i m u m ,  and where i t  i s  u s e d ,  d e f i n e  i t  c a r e f u l l y .  
S u p p o r t i n g  t e c h n i c a l  m a t e r i a l  s h o u l d  be p r e s e n t e d  i n  a p p e n d i x e s .  
Graphs  and t a b l e s  i n c l u d e d .  i n  t h e  main body o f  t h e  t e x t  m u s t  
be  c l e a r l y  l a b e l e d  and f u l l y  d i s c u s s e d  i n  t h e  t e x t .  S h o r t  
r e p o r t s  a r e  t y p i c a l l y  s e l f - c o n t a i n e d ,  w h i l e  l o n g  o n e s  o u g h t  t o  
be accompanied by an e x e c u t i v e  sumnary o f  t h e  s t u d y ' s  g e n e r a l  
c o n c l u s i o n s  and recommendat ions .  

The re  w i l l ,  of c o u r s e ,  be d i f f e r e n c e s  between t h e  f o r m a t  
and c o n t e n t  o f  a r e p o r t  on a p p r a i s i n g  program o r  p o l i c y  r e s u l t s  
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and a r e p o r t  on a s s e s s i n g  a l t e r n a t i v e s ,  o r  a r e p o r t  c o n t a i n i n g  
b o t h .  W i t h i n  e a c h  of t hese ,  some v a r i a t i o n  i n  f o r m a t  and con- 
t e n t  is i n e v i t a b l e ,  d e p e n d i n g  on t h e  n a t u r e  of  t h e  p o l i c y  or 
program issue b e i n g  s t u d i e d  and t h e  methods used.  I n  g e n e r a l ,  
t h e  f o r m a t  and c o n t e n t  of r e p o r t s  shou ld  cove r  what was found 
t h r o u g h  e a c h  of t h e  c o n c e p t s  and methods d i s c u s s e d  i n  c h a p t e r  
5 ,  a s  a p p r o p r i a t e .  

Fo l lowing  up 

W r i t i n g  a c l e a r ,  c o n c i s e ,  and i n f o r m a t i v e  " f i n a l "  r e p o r t  
is n o t  t h e  end of  t h e  "communicat ing" r e s p o n s i b i l i t i e s .  
U s u a l l y ,  some d e c i s i o n m a k e r s  w i l l  need ass i s tance  i n  ( 1 )  i n t e r -  
p r e t i n g  t h e  r e p o r t ,  ( 2 )  c l a r i f y i n g  a s p e c t s  o f  i t ,  ( 3 )  g e t t i n g  
answers  t o  q u e s t i o n s  ra i sed  by it b u t  n o t  answered ,  and ( 4 )  i n  
g e n e r a l ,  developing a r e a s o n e d  r e a c t i o n  t o  it. B r i e f i n g s ,  
i n f o r m a l  q u e s t i o n  and answer s e s s i o n s ,  and v a r i o u s  k i n d s  of 
s u p p l e m e n t a r y  w r i t t e n  mater ia ls  may be needed.  I n  some cases ,  
t h e  communicat ing r e s p o n s i b i l i t y  may even  e x t e n d  t o  p r e p a r i n g  
t h e  s u p p o r t i n g  t e c h n i c a l  p a r t s  of  whatever  document emerges  
from t h e  d e c i s i o n m a k i n g  p r o c e s s .  

I t  is t h e  r e s p o n s i b i l i t y  of t h e  s t a f f  which per formed t h e  
w o r k  t o  be a v a i l a b l e  t o  t h e  decisionmaker t o  h e l p  i n  u n d e r s t a n d -  
ing  and u s i n g  t h e  s t u d y .  The s t a f f  shou ld  a l s o  m a k e  a d i l i g e n t  
e f f o r t  t o  f i n d  o u t  whether  or n o t  t h e  s t u d y  was u s e f u l .  L e s s o n s  
l e a r n e d  i n  t h i s  way c a n  l e a d  t o  b e t t e r  s t u d i e s  t h e  n e x t  time. 
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APPENDIX I APPENDIX I 

AN ANNOTATED BIBLIOGRAPHY ------------------ 
The purpose of t h i s  a p p e n d i x  is t o  l i s t  some r e f e r e n c e s  

t h a t  s h o u l d  be u s e f u l  t o ' t h o s e  p e r s o n s  h a v i n g  l i m i t e d  exper i -  
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